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Scenarios and transition pathways part 2: Transition Pathways
methodological framework and training guide (D3.3).
In this deliverable, we present the second part of a training guide for local scenarios and transition
pathways. This report focuses on the creation and testing of local transition pathways. Its
companion, deliverable 3.2, focuses on the development of local scenarios. The two reports share
a common theoretical framing, as scenarios and transition pathways are used in a combinatory
fashion in TRANSMANGO. In this report, we also offer advice on workshop facilitation as a process
(Appendix A).

1. Local scenarios to guide transition pathways: background
In TRANSMANGO, a number of diverse local practices have been selected as social innovation
practices that can provide the seeds for transitions. We focus on developing scenarios and
transition pathways at the level of specific practices rather than at a general national level, since
our experience with action-relevant scenarios shows that scenarios should be used to investigate,
challenge and inspire the feasibility of concrete actions, and broad national-level discussions can
easily lead to proposals for actions that are too broad and general. In contrast, a specific
community, project or organization has more focused objectives that are easier to investigate and
develop, and against which the appropriate relevance and scope of scenarios can be more easily
assessed.
Our experience shows that it is possible to design scenario-guided policy development in such a
way that specific policies are challenged and improved using tailored scenarios. However, the
imagining of transition pathways is different from more straightforward policy development.
Because the goal is to come to new societal system structures, a wider range of stakeholders is
involved. When scenarios are applied to a specific policy, they are powerful because they link to
existing policies and try to make them better. When developing transition pathways, new plans
and frameworks often have to be created.
In the development of local transition pathways in TRANSMANGO, we propose an approach that
combines the benefits from the focus on a single practice with the ambitions of transition
management. We do this by making the following question the central question in the local
transition pathways process:
“How can this practice develop into the future in a way that it will contribute significantly to better
food and nutrition security at the European level?”
Making this the central question of the local transition pathways process has several benefits:
1. It can inspire ambitious thinking among those involved with the practice to plan for its future
2. It requires the inclusion of those stakeholders that would be considered necessary to increase
the practice’s impact, and therefore offers an opportunity for new conversations and
partnerships
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3. It provides strong local voice and content for the macro-transition pathways at the European
level.

1.1 Transformations and transitions theory
Given the environmental and social challenges that humanity faces in the 21st century, interest has
grown among researchers and in some policy and private sector spaces in notions of
transformative change. There is an increasing need to understand how transformations to
sustainability could be achieved. Typically, the word “transformation” is used to refer to
fundamental changes in structure, functions and relations within (social-ecological) systems. Such
transformations lead to new interaction patterns and have the potential for new emergent
outcomes. Transformations are complex, dynamic and multi-dimensional, involving social,
institutional, cultural, technological, ecological and political dimensions. Therefore,
transformations have to be examined through inter –and transdisciplinary lenses. Transformations
tend to be political, involving winners and losers, which means that aspirations for
transformational change are often contested (Patterson et al. 2016).
Various streams of theory on transformations exist. Political economists describe transformations
as deeply political processes that involve strategic actions by actor coalitions to shape institutional
structures (Streeck and Thelen 2005). Researchers on resilience in social-ecological systems use
the notion of ‘transformability’. This has been defined as “the capacity to create a fundamentally
new system when ecological, economic, or social (including political) conditions make the existing
system untenable” (Walker 2004). The SES literature contains examples of actively nagivated
transformation processes (Olsson 2006). These examples have led SES researchers to think of
transformations as requiring three steps: 1) actively preparing a system for change; 2) navigating a
transition in governance when windows of opportunity open; 3) building the resilience of the new
regime (Folke 2006). Related research on social innovation in SES focuses on the role of agency
within networks and institutions – conceptualising transformations as emerging from an interplay
between institutional conditions and bottom-up innovation which is leveraged by institutional
entrepreneurs and networks across multiple levels and scales (Vervoort et al. 2012).
Transition theory, by contrast, comes from research on socio-technical innovation. It seeks to
understand how niche-level activities are up-scaled into broader socio-technical regimes, resulting
in socio-technical transitions (Rotmans 2005, Geels and Schot 2007, Kemp et al. 2007). Transitions
are conceptualised as co-evolutionary change processes involving many societal dimensions. The
central idea in transition management is a multi-level perspective that identifies niches, sociotechnical regimes, and landscapes (as the contexts for socio-technical regimes). When shifts in
landscapes or socio-technical regimes happen, this can allow niche practices to flourish and create
new socio-technical regimes. Transition theory elaborates on a typology of transition pathways
(Geels and Schot 2007).
In TRANSMANGO, we draw on various streams of research related to transformations, but we use
the general notion from transition theory that innovative niche practices can become part of new
regimes depending on their interactions with their contexts. Along with social innovation literature
in the SES context, we consider agency among actors in the niches, as well as in institutional
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structures (like the European Commission), crucial for transformative change. Related to agency
are notions of social learning and reflexivity as key elements in transformations (Armitage et al.
2008). We are also mindful of two challenges for current transformations literature: the role of
power, and the difficulty of any ex-ante analysis of transformational change (Patterson et al.
2016).

1.2 Scenarios and transformations
Any planning for the future should be mindful of the context for which plans are being made. Food
systems offer particularly complex, changing planning contexts. And when the goal is to explore
the potential for transformative change in food systems, interactions between the
(unprecedented) actions of those involved in potential transformations and their contexts become
extremely hard to predict.
Therefore, those who wish to contribute to transformations to sustainable food and nutrition
security should be aware of 1) what contexts should be considered and 2) how these contexts
could evolve, both due to external factors and in interaction with attempts at transformational
change.
Scenarios are a useful tool for future-oriented thinking in a way that is mindful of future
uncertainty and the multidimensional scope required to look at planning contexts. From Vervoort
et al (2014):
“Explorative scenarios are defined as ‘‘multiple plausible futures described in words, numbers
and/or images’’ (van Notten et al. 2003). Scenarios methodology is based in systems science and
seeks to recognize and explore uncertainty and complexity in the decision-makers’ context rather
than limiting or simplifying that context with the pretence of providing a single forecast when such
prediction is not possible (van der Sluijs 2005, Kok et al. 2006). More linear sense- and decisionmaking processes that do not incorporate multiple scenarios still have underlying assumptions
about the future, effectively operating from a single scenario that is not examined. This failure of
traditional planning to engage with uncertainty has proven to be problematic in complex systems
(van der Sluijs 2005, Wilkinson 2009). In multi-stakeholder contexts, exploratory scenarios can
engage multiple legitimate perspectives involved in framing and addressing messy challenges such
as food security and sustainability (Reilly and Willenbockel 2010). Bourgeois et al. (2012) give an
extensive overview of scenarios used in the context of agriculture and food security.”
On quantitative scenario simulation:
“Scenarios generated by groups of stakeholders will naturally be biased towards the perspectives
of those groups (Schoemaker 1993). In addition, there may be aspects of future developments
that the groups have difficulty exploring or producing, such as biophysical processes (e.g. climate
change) or detailed land use change dynamics responding to international markets. Quantitative
simulation modelling can provide a complementary perspective against which stakeholders can
test their ideas about plausible futures. Simulation modelling has several benefits for this purpose.
It can outline the scenarios in numbers that can be used for more concrete analysis of the
consequences of the scenarios, as well as the impacts of policies, investments and strategies
6
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tested against the scenarios. Simulation modelling can test the coherence of stakeholder
assumptions and help point out contradictory elements in the scenarios. Through the application
of a consistent set of assumptions, simulation models can generate counter-intuitive effects of the
scenarios not originally imagined by the participants. However, simulation models are
characterized by their own assumptions about systems. Whereas exploratory scenarios, developed
as narratives and other formats, are able to incorporate a wide range of different factors and
interactions, the scope of simulation models is pre-defined. Moreover, the models are developed
in reference to the past and present and may not be able to adequately represent transformative
scenarios (Reilly and Willenbockel 2010). Therefore, stakeholder generated scenarios can and
should also challenge the assumptions of models. Explorative scenarios are suited for the
exploration of multidimensional and multi-level aspects of decision contexts (Wilkinson 2009,
Herrero et al. 2014). Zurek and Henrichs (2007) outline different ways in which scenarios
processes as well as scenarios themselves can be integrated across geographical levels. A number
of researcher-generated explorative scenario sets, notably the SRES scenarios (Nakicenovic 2000)
and the Millennium Ecosystems Assessment (2005) scenarios, have been adapted across multiple
geographic levels and yet their use in decision- making has been limited (Wells et al. 2006).”
The type of purely explorative, contextual scenarios described in the quotes from our paper above
have other limitations when they are not used through other methods. Explorative scenarios are
not plans: they offer diverse contexts for decision-making. Thus, by themselves, they provide no
direction for action. Therefore, explorative scenarios are often used to test and inform the
feasibility of plans. If a plan or policy is considered to be feasible under a wide range of challenging
futures, it could be considered robust. However, this use of explorative scenarios has been
criticized for encouraging a passive, reactive attitude to future contexts, stimulating adaptation
rather than proactive transformation. An alternative approach is the development of normative
scenarios that describe pathways of how actors can move from an undesirable present to a
desirable future. This approach has the benefit of being inspirational and projecting proactive
futures. However, this normative approach has been criticized as a form of utopianism, exactly
because it is less concerned with contextual changes that may happen, whether those involved in
the scenario process like it or not.
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Figure 1. Combining scenario contexts with transition pathways.

In TRANSMANGO (figure 1), we combine the strengths of both approaches by developing both
explorative scenarios describing food systems contexts, as well as normative “transition pathways”
that explore the feasibility of transformative change toward better food and nutrition security in
different scenario contexts. In this process, we recognize that the boundary between actors’
sphere of influence and their larger contexts is important to understand, but that this boundary is
not fixed. For instance, changes in EU-level policy may normally be considered as part of the
decision context for local food initiatives that they will simply have to adapt to; but (optimistically
speaking), the very participation of these initiatives in TRANSMANGO means that their ideas and
recommendations could have some impacts at the EU level, which means that EU policy now falls
within their sphere of influence to some degree. By contrast, other factors, such as global food
prices or climate change, may remain out of the sphere of influence of an initiative’s actors, and
they will have to deal with these changes as best they can. By combining explorative scenarios and
normative transition pathways as per the steps in this training manual, we allow for a conscious
focus on the changing interactions between actors’ agency and their contexts.
8
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2. Outline of the TRANSMANGO process for scenario-guided transition pathways
This section provides an overview, and explains the logic, of the TRANSMANGO scenario-guided
transition pathways process (see figure 2). The overall goal is to explore how innovative local food
practices could flourish under a range of different European futures, and how this diversity of food
practices could be combined to lead to transformative change in Europe toward better food and
nutrition security.
Four steps/workshops are proposed. First, two scenario development workshop steps are
conducted:
•

•

WS1: An EU level workshop in Brussels to develop EU scenarios in a global context (supplied by
WP4). In this workshop, the participants will explore the relevant scope and key elements of
future change for FNS (drivers, stressors, disturbances, actors, activities, outcomes) and use
them to construct plausible scenarios.
WS2 (in all case studies): Local-level scenario workshops that are inspired by the EU scenario
contexts in terms of systems scope, elements and drivers, but interpret and combine these
elements with a locally relevant scope and system elements and drivers to construct downscaled plausible scenarios. A start is also made in the formulation of first-order local transition
pathways.

Because scenarios are about decision contexts, it makes sense to start from larger scale scenarios
and work down to local-level scenarios. However, it is also important to maintain independent
space for the scope and key elements of the scenarios at each level. We are aiming for a degree of
coherence between levels while ensuring enough freedom so that locally relevant futures can be
explored.
After scenarios have been created at both levels, and local transition pathways have been
initiated, the next two workshops/steps will be organized as follows:
•

•

WS3 (in all case studies): Local-level workshops, based on the analysis of current niches for
alternative FNS, will further explore local transition pathways and explore how these transition
pathways can be developed through the different local scenarios. This includes how such
pathways can change the direction of the scenarios, which can be treated as “multiple
baselines” rather than unchangeable contexts.
WS4 (EU level): The transition pathways explored in the local-level workshops will be used as a
basis to explore macro-level transition pathways at the EU level, again to be explored in terms
of their feasibility in the context of the EU scenarios. Again, the scenarios are to be treated as
“multiple baselines” rather than completely unchangeable contexts – the transition pathways
will result in what can be called “transformative scenarios” in that sense.

9
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Figure 2. Steps in the TRANSMANGO scenarios and transition pathways process.

3. Visioning, back-casting transition pathways and scenario testing – step by step
Step 1: Develop a vision for the flourishing of the initiative’s goals and its contribution to better FNS
in Europe
To develop transition pathways, those involved in the workshop have to have a clear,
experientially engaging vision of the future. Donella Meadows (Meadows 2014) explains why
visioning is crucial for transformative action:
“Vision is the most vital step in the policy process. If we don’t know where we want to go, it makes
little difference that we make great progress. Yet vision is not only missing almost entirely from
policy discussions; it is missing from our whole culture. We talk about our fears, frustrations, and
doubts endlessly, but we talk only rarely and with embarrassment about our dreams.
Environmentalists have been especially ineffective in creating any shared vision of the world they
are working toward — a sustainable world in which people live within nature in a way that meets
human needs while not degrading natural systems. Hardly anyone can imagine that world,
especially not as a world they’d actively like to live in. The process of building a responsible vision
of a sustainable world is not a rational one. It comes from values, not logic. Envisioning is a skill
that can be developed, like any other human skill.”
This visioning exercise has two parts – a brainstorm and clustering of vision elements and an
(optional) rich picture exercise to make the vision come alive visually and to discover new
connections between vision elements.
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Brainstorm and clustering:
•
•

•

Individuals in the group are asked to individually think about and provide contributions on
post-its to the vision of the initiative’s future impact
These post-its are clustered together into main vision elements with earlier inputs from
individual interviews. We start with individual ideas because this ensures a diversity of
opinions is included
A short plenary group discussion is organized to get a general sense of understanding of the
vision and its main themes

Step 2 (optional): Rich picture
The group can then develop a rich picture representing the various elements from the clustering
process.
Here is some background from a workshop conducted in Oxford with the CCAFS Systemic
Integrated Adaptation team, by Alex Ryan:

“The rich picture is a method from Soft Systems Methodology (SSM) developed by Peter Checkland.
According to Checkland, the term Rich Picture was initially metaphorical, and meant developing a
vivid textual description of the problematical situation. But when one group took the idea literally,
the SSM facilitators quickly realised the power of simple sketches to illuminate systemic
relationships that are not so easily captured in narrative form. The drawing of rich pictures
showing the system elements and their relationships quickly became one of the most widely
adopted soft systems methods.”
We use the rich picture method for the vision because we’re not yet interested in a completely
coherent systems analysis of the future – in this step, we’re interested in generating experiential
engagement with the future. For this, an interactively visual approach like rich pictures is highly
useful. At the same time, we’re also capturing the richness of relevant system elements and
getting some insights into their relationships in an open, unrestrictive fashion. Once people are
experientially engaged enough to start to inhabit their future vision, it’s easier to move forward
with more analytic elements of the process. Figure 1 shows an example of a rich pictures exercise
done on adaptation options in Ghana.
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Figure 1. Rich picture on adaptation options in Ghana.

The following elements and steps are needed for a good rich picture (Armson 2011):

•

•

•

•

•
•
•

Do not structure your rich picture in any way. This means – do not draw it as a comic strip; do
not structure it with a single over-arching metaphor; don’t structure it as a time line or
systems diagram.
Make sure there is plenty of activity in your picture. Don’t just draw stick-figure people, show
them doing something and show some of their context – where they do it. Include resources,
tools, equipment, buildings, ideas, dreams, processes and objects. Use metaphors. Show
interconnections. Make it rich.
Do not use too many words. Words can be used as labels, as exclamations in speech bubbles
and in other brief ways but not as sentences and paragraphs that need to be read
(“Sometimes I suggest to people that I shouldn’t need my reading glasses to discern what is
going on.”)
Do not exclude relevant observations about culture, emotions, and values, including the
emotional climate, social roles, and your own values, beliefs and norms, and personal stuff
that may ‘get in the way’.
Include diverse points of view.
Include a representation of yourself.
Include a title and date.

Materials required: several big, a0 pieces of paper should be placed on a large table in the middle
of the room, with enough space for everyone to stand around it. Plenty of markers of different
colours should be available – at least one marker per group member. The organizers may choose
to bring magazines so participants can add collage elements to the rich picture as well.
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Step 3: back-casting, overcoming challenges and using opportunities
Based on the created vision, the group then works back (back-casting), step by step, from this
future vision to the present, identifying key actions along the way, what key challenges and
opportunities would emerge from the scenario, and how these can be overcome or utilized.
Back-casting is a systematic process for working backwards from a desirable future to identify the
steps required that connect the future to the present. At each step we ask the question “if we
want to attain [current step] what would we need to do/have in place for that to be possible?”
This question is over and over again asked until the present situation is reached. These steps can
then be implemented from where they are now successively to achieve their desired future.
People think like this all the time, for example, “if I want to be at work by 9am, I will need to catch
the bus at 8:30, which means I will need to leave the house at 8am, which means I will need to
finish breakfast and be packed by 8am, which means I need to be out of the shower by 7:30am”
and so forth. We are all familiar with the process of stepping backwards from a desired outcome
to work out what would need to happen in a step-by-step fashion. It is useful for the facilitators to
give an example like this to introduce the exercise.
Back-casting is a method that focuses on the agency of people to overcome adversity and achieve
their desired future, and the steps required to attain those conditions rather than taking steps that
are merely a continuation of the current condition as in the case of forecasted planning. Working
from the present, people are often blinded by their present difficulties and limitations. Working
backwards from the future produces a huge spectrum of options people had not previously
thought about.
In the local process, this is done in the following way:
The vision is divided into multiple themes, with groups forming to work on each theme (3 to 4
depending on the number of groups).
For each group, two flip-charts together form a timeline, with the future at the end. In each group,
participants take some time (10 minutes) to individually think about how the policy theme could
be made more concrete in terms of its final vision. This vision can be further elaborated using rich
picture techniques to make it more concrete.
The group works backward from their vision, to determine what the immediate previous step of
actions and activities would look like to achieve the vision, and then the step immediately before
that, and so on, until the present is reached. When participants make suggestions, they write
these down and add them to the time line. No concrete dates are set yet, since the actions
themselves may determine whether the time line has to be shorter or longer.
The facilitation style for this process is very active and requires the facilitator to fully understand
how back-casting works so they can actively helping participants to think about options and steps.
Supporting organisations are encouraged to assist the community to identify appropriate steps.
The facilitator is responsible for making sure the group does not get blocked on an item such as
not having enough money for something. In this case the facilitator should encourage participants
to think about all of the ways they could possibly obtain the required money, not matter how
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many steps it takes. There is always a way, and no matter where you are, it is always possible to
take a step. This is the attitude that must be used when any obstacle is encountered, we simply
think through all of the ways that obstacle could possibly be overcome and never let the group get
stuck.

Step 4: reviewing the transition pathways under different scenarios
Groups are formed or reconvened around local scenarios (see TRANSMANGO deliverable 3.2). All
groups receive the back-casted plans created in the previous steps. For every aspect of the plan,
the group asks – is this action/strategy/etc. possible in this scenario, or not? If not, what could be
recommended (concretely) to make the plan better able to work in this scenario?

Step 5. Making pathways more robust
The group responsible for a transition pathway that was reviewed under different scenarios
reconvenes, and discusses and summarizes:

•
•
•

•

Which elements were considered to be robust across all scenarios?
Which elements could be robust across all scenarios if recommendations for their
improvement are taken into account?
Which elements could be seen as specific actions responding to specific contingencies
(indicate which scenarios these relate to), and could therefore be documented as part of a
portfolio of options, rather than as core actions?
Which elements were seen as problematic and should be dropped?

Step 6: wrap-up - discussing next steps
The group discusses the following topics in plenary:

•
•
•

What are the next steps to get these plans of the table and used?
What could be done to communicate these ideas to the EU level in the best way possible?
What are the next steps in the TRANSMANGO research program?

Optional step 8: RACE table
RACI or RACID tables are a management tool used to ensure that plans developed during
workshops are followed up and implemented. The involve listing the concrete activities in the first
column, assigning an individual within the workshop who will be responsible for following
up/championing the activity even if they aren’t the one with the authority or resources to actually
implement the task. The third column lists the person who does have the authority to approve the
activity, the fourth column lists who needs to be consulted in the decision, the fifth who needs to
be informed about the decision and the final column indicates the due time for the action to be
completed. An example RACID table from another project is shown below:
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Activity

Responsible

Approval

Consulted

Informed

Ensure venue booked

Ariella

Book flights

Individual

Individual

Invoice Travel Costs

Abrar

Ariella

Visa

Individual

Evaluation forms

Jess

All

18/03/14

Meet to prepare delegates

Ariella

All

10/03/14

Visual agenda

Yemi

Review shopping list

Ariella

Shopping

Chase

Translators

Ariella

Transcribers

Jess

Ensure participant invitation sent out

Ariella

Karbo

Assign delegates to groups

Meghan

Chase

Site check and setup

Yemi

Ariella

Detailed pre-workshop schedule

Jess

Vehicle Transport

Karbo

Due Time
15/03/14

Ariella
All

17/03/14
10/03/14
14/03/14

Ariella

All
All

10/03/14
All

Meghan

Karbo

20/03/14
20/03/14

Ariella

Ariella

20/03/14

09/04/14
17/03/14

All

13 – 15/04
23/03/14

All

10/03/14

Meghan

All

23/03/14

Attendance List

Meghan

All

14/04/14

Resource Table

Chase

All

20/03/14

Cartoons

Abrar

All

20/03/14

Photo Montage

Yemi

All

10/03/14

Decide on Banner + Certificate

Ariella

Orientation - resources

Yemi

Ariella

Karbo, Robert

10/03/14
All

Table 1. Example of a RACI table.
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Appendix A: Toolkit for Facilitators
Material compiled from following sources (available online):
•

Seeds for change, core facilitation tools, www.seedsforchange.co.uk

•

Essential facilitation skills, background material for ICPDR workshop

•

Developing facilitative leadership, adapted from Picket institute

•

Curriculum, ILJ, 2002

•

Facilitator’s toolkit: Actions for The Rights of Children (ARC)

A1. General tips and attention points
A1.1 Facilitator qualities

(Source: essential facilitation skills, workshop for ICPDR)
A facilitator is neither a content expert nor a lecturer. A facilitator helps participants to interact
with each other, gain new information, and build upon their experience. The facilitator guides a
process which will help participants to reach their stated goals and objectives within the time
allotted. The facilitator's key role is to help the group experience and learn together. If you are
working with participants who may not understand the role of a facilitator, explain this to them.

•

A good facilitator:

•

Keeps the group focused on task and process;

•

Remains as objective as possible;

•

Is an informed guide helping the group to chart its course and accomplish its goals;

•

Listens more than talks;

•

Adopts to various learning styles

•

Encourages everyone to participate while remembering that individuals participate in
different ways. Some may talk only in small groups, but they are still participating. Others may
wish to talk constantly and may be contributing little;

•

Protects members of the group from attack by others; D Is gender and culturally
sensitive;

•

Energizes a group or slows it down, as needed;

•

Recaps, occasionally, what has happened in the workshop and helps group to make
connections between the sessions.
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A1.2 General tips for facilitators

(Source: essential facilitation skills, workshop for ICPDR)
Here are a few more points to remember that will help to maximize your role as a facilitator:

1. Watch the group's body language
•

Are people shifting in their seats? Are they bored? Tired? Looking confused?

•

If folks seem restless or in a haze, you may need to take a break, or speed up or slow down
the pace of the meeting. And if you see confused looks on too

•

many faces, you may need to stop and check in with the group, to make sure

•

that everyone knows where you are in the agenda and that the group is with you.

2. Always check back with the group
Be careful about deciding where the meeting should go. Check back after each major part of the
process to see if there are questions and that everyone understands and agrees with decisions
that were made.

3. Summarize and pause
When you finish a point or a part of the meeting process, sum up what was done and decided,
and pause for questions and comments before moving on.
Learn to "feel out" how long to pause -- too short, and people don't really have time to ask
questions; too long, and folks will start to get uncomfortable from the silence.

4. Be aware of your own behavior
Take a break to calm down if you feel nervous or are losing control. Watch that you're not
repeating yourself, saying "ah" between each word, or speaking too fast. Watch your voice and
physical manner. (Are you standing too close to folks so they feel intimidated, making eye
contact so people feel engaged?) How you act makes an impact on how participants feel.

5. Occupy your hands
Hold onto a marker, chalk, or the back of a chair. Don't play with the change in your pocket!

6. Watch your speech
Be careful you are not offending or alienating anyone in the group. Use swear words at your own
risk!

7. Use body language of our own
Using body language to control the dynamics in the room can be a great tool. Moving up close to
a shy, quiet participant and asking them to speak may make them feel more willing, because they
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can look at you instead of the big group and feel less intimidated. Also, walking around engages
people in the process. Don't just stand in front of the room for the entire meeting.

8. Don't talk to the newsprint, blackboard or walls--they can't talk back!
Always wait until you have stopped writing and are facing the group to talk.
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A2. Tools for efficiency
A2. 1 Group agreements

(Source: Seeds for change, core facilitation tools)
A group agreement is a set of statements that sets the tone for how people will behave within
the meeting or workshop. It might include: “respect everyone's opinions”; “allow everyone an
equal opportunity to speak” (this could be more specific – “no interrupting” for example);
“confidentiality” ; “mobile phones switched off, or onto silent mode”. The key thing about a
group agreement is given away by it's name – it only works as an effective facilitation tool if
it's agreed by the group. Agreements can be proposed to the group, but not imposed.
(Source: essential facilitation skills) Ask for any suggestions from the group. If no one says
anything, start by putting one up yourself. That usually starts people off.
•

Write any suggestions up on the newsprint. It's usually most effective to "check -in" with the
whole group before you write up an idea ("Sue suggested raising our hands if we have
something to say. Is that O.K. with everyone?") Once you have gotten 5 or 6 good rules up,
check to see if anyone else has other suggestions.

•

When you are finished, ask the group if they agree with these Ground Rules and are
willing to follow them. Make sure you get folks to actually say "Yes" out loud. It makes a
difference!

•
A2.2 Hand signals

(Source: Seeds for change, core facilitation tools)
This method can help you keep people active in a discussion in a large group setting: Essentially
it's an agreement that the group will actively signal their opinion on any given issue. This allows
you to ask the group questions knowing you'll get a definite answer. So for example, you might
feel that group energy is low and ask the group if they need a break or are happy to carry on with
the next activity or agenda item. If they simply stare at their feet what do you do? Silent applause
(see figure A1) can be a useful way of showing active agreement.
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Figure A1: Hand signals
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A3. Balancing participant input
A3.1 Dealing with disrupters: Preventions and interventions

(Source: essential facilitation skills, workshop for ICPDR)
Along with these tips on facilitation, there are some things you can do both to prevent
disruption before it occurs to stop it when it's happening in the meeting. The most common
kinds of disrupters are people who try to dominate, keep going off the agenda, have side
conversations with the person sitting next to them, or folks who think they are right and
ridicule and attack other's ideas.

Try using these "Preventions" when you set up your meeting to try to rule out disruption:
1. Get agreement on the agenda, ground rules and outcomes
In other words, agree on the process. These process agreements create a sense of shared
accountability and ownership of the meeting, joint responsibility for how the meeting is run, and
group investment in whether the outcomes and goals are achieved.

2. Listen carefully
Don't just pretend to listen to what someone in the meeting is saying. People can tell. Listen
closely to understand a point someone is making. And check back if you are summarizing, always
asking the person if you understood their idea correctly. (Listen-Summarize-ask further/check
information)

3. Show respect for experience
We can't say it enough. Encourage folks to share strategies, stories from the field, and lessons
they've learned. Value the experience and wisdom in the room.

4. Find out the group's expectations
Make sure that you uncover at the start what participants think they are meeting for. When you
find out, be clear about what will and won't be covered in this meeting. Make plans for how to
cover issues that won't be dealt with: Write them down on newsprint and agree to deal with
them at the end of the meeting, or have the group agree on a follow-up meeting to cover
unfinished issues.
There are lots of ways to find out what the group's expectations of the meeting are: Try asking
everyone to finish this sentence: "I want to leave here today knowing...." You don't want
people sitting through the meeting feeling angry that they're in the wrong place and no one
bothered to ask them what they wanted to achieve her.
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These folks may act out their frustration during the meeting and become your biggest
disrupters.
5. Stay in your facilitator role
You cannot be an effective facilitator and a participant at the same time. When you cross the
line, you risk alienating participants, causing resentment, and losing control of the meeting.
Offer strategies, resources, and ideas for the group to work with, but NOT opinions.

6. Don't be defensive
If you are attacked or criticized, take a "mental step" backwards before responding. Once you
become defensive, you risk losing the group's respect and trust, and might cause folks to feel they
can't be honest with you.

7. "Buy-in" power players
These folks can turn your meeting into a nightmare if they don't feel that their influence and
role are acknowledged and respected. If possible, give them acknowledgment up front at the
start of the meeting. Try giving them roles to play during the meeting such as a "sounding
board" for you at breaks, to check in with about how the meeting is going.

A3.2 Try using these "Interventions" when disruption is happening during the meeting:

1. Have the group decide
If someone is dominating the meeting, refuses to stick to the agenda, keeps bringing up the
same point again and again, or challenges how you are handling the meeting:
First try to remind them about the agreed-on agenda. If that doesn't work, throw it back to the
group and ask them how they feel about that person's participation.
Let the group support you.

2. Use the agenda and ground rules
If someone keeps going off the agenda, has side conversations through the whole meeting,
verbally attacks others:
Go back to that agenda and those ground rules and remind folks of the agreements
made at the beginning of the meeting.

3. Be honest: Say what's going on
If someone is trying to intimidate you, if you feel upset or undermined, if you need to pull the
group behind you: It's better to say what's going on than try to cover it up. Everyone will be aware
of the dynamic in the room. The group will get behind you if you are honest and up -front about
the situation.

4. Use humour
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If there is a lot of tension in the room, if you have people at the meeting who didn't want to be
there, if folks are scared/shy about participating, if you are an outsider:
Try a humorous comment or a joke. If it's self-deprecating, so much the better. Humour almost
always lightens the mood. It's one of the best tension-relievers we have

5. Accept or legitimize the point or deal:
If there is someone who keeps expressing doubts about the group's ability to accomplish anything,
is bitter and puts down others' suggestions, keeps bringing up the same point over and over,
seems to have power issues:
Try one or more of these approaches: Show that you understand their issue by making it clear that
you hear how important it is to them. Legitimize the issue by saying, "It's a very important point
and one I'm sure we all feel is critical." Make a bargain to deal with their issue for a short period of
time ("O.K., let's deal with your issue for 5 minutes and then we ought to move on.") If that
doesn't work, agree to defer the issue to the end of the meeting, or set up a committee to explore
it further.

6. Use body language
If side conversations keep occurring, if quiet people need to participate, if attention needs to be
re-focused:
Use body language. Move closer to conversers, or to the quiet ones. Make eye contact with them
to get their attention and covey your intent.

7. Take a break
If less confrontational tactics haven't worked, someone keeps verbally attacking others, shuffling
papers, cutting others off: In case you've tried all of the above suggestions and nothing has
worked, it's time to take a break, invite the disruptive person outside the room and politely but
firmly state your feelings about how disruptive their behavior is to the group. Make it clear that
the disruption needs to end. But also try to find out what's going on, and see if there are other
ways to address that person's concerns.

8. Confront in the room
If all else has failed, if you're sure it won't create backlash, if the group will support you, and if
you've tried everything else: Confront the disruptive person politely but very firmly in the room.
Tell the person very explicitly that the disruption needs to stop now. Use body language to
encourage other group members to support you. This is absolutely the last resort when action
must be taken and no alternatives remain!
Handling conflict in a meeting. If meetings are well-planned and orchestrated, conflict is less likely
to surface. If it does, it probably needs to. The most common reaction to conflict is avoidance.
Repressing conflict, pretending it doesn't exist, hoping it will go away, or admonishing participants
for disagreeing are all forms of avoidance. Generally the conflict does not disappear, and often
times, the situation worsens
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A3.3 How to Handle a Troublesome Team Member

(Source: Developing facilitative leadership, adapted from Picket institute Curriculum, ILJ, 2002)
In working with this individual, your goal is to reduce, alter, or eliminate the member's
undesirable behaviors without hurting his or her self-esteem or capability to contribute. Thus,
you should never verbally scold or embarrass the individual in front of the group or even
privately.
Your first opportunity to correct troublesome behavior should be during the meeting. If an
individual is dominating the discussion, try, "Helen, you have made several contributions; I want
to hear how other group members see this issue." The key is to be direct, but tactful.
A second option is to talk with the person candidly about the behavior in private. For example, if
a person is rarely contributing to the discussion, you might approach the team member before
the meeting and say, "Chuck, I really need your input on this issue; is there some reason you
aren't contributing?”
A third option is to use the team's informal leaders−those members most respected for their
knowledge and experience. These "leaders" can help if you ask them to tactfully intervene.
Finally, you may wish periodically to ask the team to self-analyze their development and to bring
negative team behaviors to the surface for discussion.

Four Common Types of Troublesome Team Members

1. The Mummy
This person will not freely participate in discussions. The motivation might be indifference, an
inferiority complex, confusion about the issues or process, or a feeling of superiority.

Facilitator Antidotes:
Be patient.
Use a warm-up exercise; give the Mummy a major role.
Ask direct questions to the person on topics you know he or she has expertise. Assign these
people as subgroup facilitators.
Ask this member if you can help clarify the process or if someone in the group can help clarify
the issues.
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The Windbag
This individual comments too frequently and tends to dominate discussions. He or she also
tends to be the first to speak on each issue.

Facilitator Antidotes
Establish procedures to limit the Windbag's discussion, e.g., "Each of you can comment two
times for a total of five minutes on this issue.”
Target questions to other members by name. Use nonverbal signals, e.g., no direct eye
contact, focus on another part of meeting room. Do not assign subgroup leadership roles to
person.

3. The Rambler
This individual will often get off track in his remarks, misses the point, or uses far- fetched
examples to make a point.

Facilitator Antidotes:
Preface the Rambler's remarks with, “Bill, because of time constraints, give me your short
version−twenty words or less."
When he pauses, say, "Thanks Bill, but we do need to get back to the agenda." Do not assign a
subgroup leadership role to this person. Consider making this individual a recorder, thus
neutralizing his remarks.

4. The Homesteader
A person who takes an initial position and is highly reluctant to budge or consider other viable
alternatives.

Facilitator Antidotes:
Apply "hints" on consensus building. Overwhelm with facts. Enlist support of team members.
Give the Homesteader a graceful way out with an alternative.

Reluctant Team Members
An often-asked question is what to do about employees who do not want to be on a team. We
advise that you not force involvement, but rather allow the dynamics of the team process and
the excitement of other team members to arouse their interest and motivate them to fully
participate in the team concept.
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A3.4 Other methods

(Source: Seeds for change, core facilitation tools)
Parking space
1 – 2 minutes to set up; any number of people
This makes sure all ideas get recorded and participants don't feel like they've been ignored.
Whenever anything comes up that's not relevant to the discussion at hand 'park' it in the parking
space (a large sheet of paper on the wall). In other words write it up on the paper and deal with it
later. This allows you to stay focussed but reassures participants they will be heard. Of course, if
you want to avoid people feeling ignored, make sure you do deal with parked items! Consider
having a space reserved on the workshop or meeting agenda to deal with parked items.

Matchstick discussion
any number of people
This can be used to place limits on dominant or over-eager speakers. It also encourages shy
speakers to contribute. Each person is given the same number of matches (one to five matches
depending on time available.) Every time someone speaks s/he gives up a match. When
someone has used all their matches they may not speak again until everyone else's matches are
gone too. Decide beforehand whether people may give their matches to other members of the
group.
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A4. Personal Attributes of the Cultural Diversity Facilitator
(source: Developing facilitative leadership, adapted from Picket institute Curriculum, ILJ, 2002)
•

Tolerance of ambiguity: able to change to address staff composition, learner characteristics,
design features, learning dynamics.

•

Cognitive and behavioral flexibility: able to adjust their expectations and learning activities
as the diverse needs, learning styles, and responses to training activities become manifest.

•

Personal self-awareness: confident in their own identity and possess a high level of self
awareness; open and honest in their relationships with students, and effectively help them
deal with the issues of culture learning.

•

Cultural self-awareness: understand the role of culture in the formation of one's own values,
beliefs, patterns of behavior, and the like; awareness of one's own uniqueness as well as
one's similarity to the prevailing cultural norms; aware in this cultural sense and will be able
to teach this concept to others.

•

Patience: patient with learners, whose style and pace in acquiring key concepts and skills
may not be congruent with the trainer's expectations; encourage learners to be patient
with respect to becoming proficient so they don't become discouraged when their progress
seems slow.

•

Enthusiasm and commitment: communicate a sense of enthusiasm for their subject matter
and a spirit of commitment to the pursuit of cross-cultural learning in spite of the many
challenges; able to motivate learners by means of their own demonstrable enthusiasm and
commitment to the culture learning experience.

•

Interpersonal sensitivity and relations: very adept at interpersonal relations and especially
sensitive to the needs and concerns of learners; must be able to relate well to the wide
variety of individuals who comprise the learner community; must be skilled at working with
other trainers and resource people.

•

Tolerance of differences.

•

Openness to new experiences and people: authentic openness to new experiences and
people; will communicate that openness to learners in patterns of thought, feeling, and
action.

•

Empathy: ability to project oneself into the mind, feelings, and role of another;have the
capacity to sense how the learner is doing and to respond appropriately; appreciate the
learner's anxieties and difficulties as well as sense of accomplishment.

•

Sense of humility: real respect for the complexities, challenges, and uncertainties of crosscultural learning; will appreciate that training is not a perfect science; that creativity in
orientation design and technique is still possible and desirable; a deep respect for the
intricate and varied nature of cultures.

•

Sense of humor: able to laugh at themselves and at peculiarities of cross- cultural
relationships.
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A5. Active Listening Skills
(Source: Developing facilitative leadership, adapted from Picket instituteCurriculum, ILJ, 2002)
•

Maintain good eye contact

•

Face the person or group head on

•

Keep an open posture−don't cross arms

•

Stay relaxed in your overall manner−this shows you are comfortable with the situation

•

Be aware of body language and nonverbal behavior

•

Listen for feeling as well as content−what is "between the lines"

•

Don't confuse content and delivery−assume the person has something to say even if she or
he is having trouble saying it

•

Listen for the main thought or idea, rather than trying to memorize every word

•

Cultivate empathy−try to put yourself in his or her place

•

Refrain from evaluating what is being said

•

Don't jump in the conversation too soon−let the person finish what they're saying

•

Pause a few seconds before giving feedback or answering a question−take
time to think about that was said

•

Give the person time to correct an obvious mistake−this shows respect

•

Show encouragement. Use simple gestures or phrases to show you are listening, e.g., say
"Uh-huh;" nod your head

•

Show support. Say, "That's good; anyone else having anything to add?" Don't let the
person ramble−try to help them come to their main point

•

Don't turn an implication you've picked up in the conversation into a
conclusion−proceed gradually

•

Paraphrase or summarize what the person has said, and get agreement that you've
understood completely

•

Ask questions beginning with the words "what" and "how" (open-ended questions). Avoid
questions that can be answered with a yes or no

•

Don't "jump ahead" to complete the person's sentence−you are making an assumption that
maybe incorrect

•

Be aware of your own emotional response to what you are hearing−it will affect how well
you understand and can respond

•

Focus your energy and attention on what is being said to you−not on what you want to say
next
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A6. Timing of Sessions
(Source: Facilitator’s toolkit: Actions for The Rights of Children (ARC))
People do not concentrate well for long periods of time. The length of a session will have a crucial
effect on the participants’ ability to concentrate and learn. The more participatory and varied the
activity, the longer the participants will be able to concentrate.
When giving a presentation or a lecture, maximum time should be 20 minutes. Do not talk for
longer than you said that you would.
The time of day also has a big impact on how well people respond to different learning
approaches. In the morning, people are generally more alert.
After a meal, when stomachs are full, facilitators have to face what is sometimes called the
“graveyard session”. This is not the time for a long lecture
•

Use an energiser after the lunch break, and use this time for an interactive activity – the more
participation, the better!

•

Breaks are very important.

•

Remember that the average adult attention span is about forty-five minutes. This does
not mean that you need a break every forty-five minutes, but you do need a change of
activity.

•

Breaks should be at least twenty minutes. Participants need this time to mentally regroup and
probably to discuss issues that have arisen during the presentations.

31

