Thank you!

First of all, a BIG “thank you” to all of you
who took the time to visit my workshop
and gave me so many wonderful insights.
And to you who kept asking questions
afterwards, which made our conversations
so rich and gave me so many new ideas.

Work in progress

[ promised to document the workshop, and
I'm happy to break that promise. Because
I've come up with something even better (I
believe), and that is to make my writing on
working with large groups a public work in
progress.

[ will publish a chapter as soon as it’s fin-
ished (at least finished enough to make
sense to others than myself), and in the end
I'll have a skeleton for my book project
called:

The magic (hand)book of
GREAT GATHERINGS

- A solution focused approach to working
with large groups

Sounds good, doesn’t it?

Planned chapters so far (in random order):

How big is large?

Different ways of looking at groups

Introduction to methodology

SF with a touch of World Café & Open Space
Flow and rhythm

Physical movement as a process tool

Turn brains into a brain

How to share knowledge and build on each oth-
er’s work

Documentation

Stay close to the original and accept constructiv-
ism

Pre-planning

SF interviews the Gonzo way

Examples of process scripts

A practical bit about logistics and how to throw
away your plan

Workshop
GREAT GATHERINGS

— a SF approach to working with large groups
SOLWorld conference, Oxford 2012

Make a wish
If you want, you can follow it on:

greatgatherings.net.

Imagine that you're holding this book in
your hands already. Or that you are flicking
through the pages on your tablet. What
would you like to find? - You are welcome
to let me know if there’s anything special
you would like to see written. Only condi-
tion is that it’s related to the solution fo-
cused approach.

First step

What you get now is a chapter about pre-
beginning, how to warm up your partici-
pants before you meet them. Next is a short
chapter on documentation as there were
some good inputs from you in the work-
shop that make excellent examples on how
to document.

About me

I have been working as an independent
consultant, coach and trainer for the past
15 years. My experience is based on my
work for public and private organisations
in Denmark and Europe. To read more
please take a look at:

jesperchristiansen.com.
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Begin before you start

When you have a one time event (one or
two days with an organisation), you might
want to start the process before the partic-
ipants meet, in order to get as much out of
your time together as possible. One way to
do so is to remind participants of the event
just before it happens, and "get them
hooked”/ “hook them up” on the theme of
the event.

In the Solution Focused approach one way
could be to remind participants of what is
already working well: What kind of con-
crete, practical everyday situations do they
experience, where something works in a
way they find useful.
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Mail example, asking for what works well
This is a mail that was sent out to the of
participants; several teams in an organisa-
tion, where the goal of the day was to come
up with initiatives on how to make the
workplace environment better. Before I
was called in to plan and facilitate the day,
there had been a workplace evaluation that
showed a low score in many aspects of the
organisation. The theme of the day was
chosen by the management: "the world’s
best workplace” to show the employees
that they took the issue seriously.

So in order to begin before I started the day,
each participant got this personal message
from me:
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Positive focus

The intention of this mail was to create an
awareness of details of a good workplace
environment. Helping participants to focus
on what'’s already working, at least a little
bit. A positive side effect is that the mail
also introduces words and ways of speak-
ing that I later use at the event.

When we meet | then start the day with
letting them share their observations in
small groups. | begin the day with their
own positive experiences.

Framework

I can’t expect that participants understand
the principles of SF, so I have to make a
framework that has a tight focus on pos-
sible solutions, and at the same time I have
to make room for expressing wishes for
change and to talk about these wishes (that
some people call "problems”).

With a beginning like this, where they
share observations, I explain the overall
purpose. Why have 1 given them this
observation task? I tell them that we only
have a very short time together and that
my best hopes - as their facilitator for this
event - is to make sure that they can leave
the room at least knowing one or two small
concrete steps towards "the world’s best
workplace”. This to make sure that today’s
valuable work becomes more than just
talking. So if we're not able to change the
whole organisation today, at least we will
know where to start.

[ invite them to follow some simple princi-
ples for the day:

v" What is working well?

We look at what is working well (or at least
a little bit well), in order to either use that as
a platform to do more of it, or to make sure
that we don’t need to talk more about that.

v' What could be usefully different?

We look at what kind of changes can help
this organisation move in the right direction.
We always look at what we will be doing
differently when these changes happen. In
other words: the positive profitable outcome
of changes.

v" Look for solutions instead of prob-
lems

When something is not working in a desira-
ble way, we will not turn into experts
in "why-not’s” and "who’s-to-blame”. Instead
we will talk about what it is that we would
be doing instead if it was working, - and
then focus on ways of getting there.

Now you are ready to start your event.
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Great Gatherings
- a SF approach to working with large groups
Workshop given at the SOLWorld conference 2012 in Oxford
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DOCUMENTING
THE PROCESS
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People document, not you — but for who?
When you facilitate a process, your client
might want to have it documented. It can

be for strategic or political reasons, or
because what you are facilitating simply
needs “proof of action” for the client
(money well spent).

As a part of my service, I offer a photo-
protocol which is a document with photos
of the final conclusions from the group’s
working throughout the day.

Letting participants document their work
throughout the event is a further part of
making the process transparent and
creating collective wisdom and knowhow.
(Note: A detailed description will follow
later.)

Whatever the topic is, and how many
participants there are, it is their job to
make decisions during the process, and to
filter their reflections and insights into key
points, initiatives and action plans. Down
to the basics they decide, write/draw and
filter, and do so in a way that is shareable
with others.

[ structure the photo-protocol so all it
needs is short process descriptions for
each part - often copied directly from the
slides - and then photos of the flipcharts,
cards, post-its etc.

If a client wants a more detailed magazine
or report as documentation, I either sub-
contract that service or supervise the client
into doing that by means of own resources.
Remember that if you can gather 50-100-
500 or more employees for an event, you
probably also have some sort of
communication or marketing resources
with competent people who can collect and
interpret the intellectual outcome of the
event.

www.jesperchristiansen.com

In such situations, [ let go. I don’t want to
have any influence on the interpretation of
the event, other than to invite them to
think about:

In 6 to 12 months from publishing this
material:

* What will who say or do as an indication
that it has been worth spending the
resources on producing this material?

*  Whatelse?

On the following pages you will see a very
rough example on a photo-protocol with
my comments on it.

If you have further questions about it,
please email me:
mail@jesperchristiansen.com or visit
www.greatgatherings.net.

www.greatgatherings.net
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“ . » ' Less is more when it comes to process description. You know
Start before you begin = what | am writing because you were there in the workshop.

Does that exclude others from benefitting from this material
or does that make you the ambassador of the further
process? Well, if | had a list of participants I’d include that at
the end of this document, so what do you think? ©
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Jesper g Christiansen Make the email
personal. You can use
free mail services like
MailChimp or others to
make a template.

" your facilitatoy for the day

As long as you write the
persons name it doesn’t
matter that the text is
the same going out to
everyone.

Purpose of the e-mail:

- create awareness of upcoming event

- focus on what already works (linked to theme)

- introduce words and phrases that will be used at the event
- start “rumors” about what is to come

Question

Based on the example of this email. How would you create awareness of an upcoming event by
building on what already works?

Process
Round A: in groups, come up with more ideas on how to engage participants before an event.
Round B: pass on your work to the group next to you.

Qualify the ideas: are they understandable? If yes, tick them off. If no, improve the wording to
make the ideas more understandable.
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Always ask people to write
legibly and always expect
them to do so in their own
understanding (hint: it’s all
constructivism).

Alternatively make them
write on flipcharts and make
sure they only write with
thick markers.

www.jesperchristiansen.com
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The most important aspect
of a photo-protocol is that
the quality of the pictures is
good!

Unfocused pictures like
these make the material
more difficult to read (and it
makes your photo-protocol
look cheap).

You can always edit the
photo afterwards like I've
done, but you can spend
your time on better things
than that.

So: take your time
photographing the material.

[8]




www.jesperchristiansen.com | www.greatgatherings.net







When participants are
working on each other’s
material, it’s a good
idea to use different
colours to indicate the
various phases.
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