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JPIC COLLABORATION ACROSS PARISH BOUNDARIES – SOME IDEAS FOR DEVELOPMENT

Many parish JPIC groups are small, and many individuals work without local group support. Other parish activities face similar challenges. Often, JPIC concerns are taken on by other parish organisations, perhaps without achieving real awareness that justice issues and Catholic Social teaching are involved and can help them to be effective in their action and prayer. 

Generally, people are open to extend work beyond the geographical and faith boundaries of a single parish or church community, standing alongside others of good will.  Small groups can find the challenges of Catholic Social Teaching and injustices in our modern world overwhelming, and need help to decide how to start to become involved and what priorities to consider. After study and reflection on the bible and upon church teaching, a time for action will arrive. Otherwise there will be frustration! 

People bring different skills and knowledge to a group, benefiting its operation. All ought to be convinced that work for JPIC is a vital part of their personal Christian commitment. God gives us the capacity to relate to one another and work together so that a good and effective group has more potential than an individual.

People value the experience and benefits of working with others and want to know more about what their neighbours are doing – both successes and cautionary tales. They can receive support and encouragement from their neighbours, gaining fresh energy and insights to carry them forward. In particular, there may be special concerns over certain issues in regions/deaneries/boroughs, which will benefit from concerted study, prayer and action. 

Needless to say, consistent good communication with other church structures is essential, including that to and from local clergy, diocesan Areas, the diocesan commission and other bodies. If all overtures are blocked, then remember that according to Populorum Progressio, “The laity must act, using their initiative, not waiting for instructions.” However, it is usually valuable to have one or more local people within the structural church who can be looked upon as “champions” of the group (even if, actually, they merely give silent assent to what is going on).

It is not necessarily an easy task to start and sustain a group, but it can be done. Each group will develop in its own way, but there are some essential characteristics: a serious commitment and a willingness to be thoughtful and thorough in whatever is undertaken. It is always important to think carefully about the Christian principles that underlie issues. 

You may choose to concentrate on a single project or to undertake a varied programme. Both choices have their merits, as does the decision to concentrate on issues based either at home or abroad. There is no single right or wrong way to operate!

It takes time to establish a presence in an area, and much thought and tact need to be employed. In particular, it is worth taking some trouble to get a good relationship with local clergy, taking care to pass on information and to avoid creating needless problems – such as clashes with events that are being arranged by others. Prayer Services to mark special Days of Prayer can be an effective way of gathering people together and may be followed by social mingling and invitations both to take action and to be told about future events – and these need not all be “serious”. It is useful to seek out and quote statements by your bishop and his fellows that support and encourage prayer and action for the concerns that you have taken up. 

The best way to get started is probably to get together with two or three others and talk things over. Find out what each of you would like to get out of a group and what you think it should do – and not do. Devise some specific “launch” event, open to all, be it a time of prayer, social, video, talk by an expert, etc., and plan it with care. (Including a time, place and outline format for a follow-up meeting, formal or informal, as suits those involved; also, make sure that the less able and those with dietary needs do not feel excluded.) Make individual invitations to as many potentially interested people as possible and find out if they may be willing to consider joining a group and/or supporting what it does. Also, get them to invite their friends. Soon afterwards, set up a regular meeting time and place for an initial period – perhaps every week for a liturgical season or monthly for six months or so – and evaluate success at then end of this time, as well as on an ongoing basis. (And do not forget to involve members of religious orders who may live locally.)

It can be useful to produce regular periodical reports on activity, and send them out. Skills in communication and publicity are important, both with mass-goers, and with local and regional media and the church press.

The three key elements of active concern for Justice and Peace are prayer, awareness and action.  Apart from sharing news and views, other benefits from working with groups include getting information to share through talks or presentations, and working alongside special interest or lobby groups to facilitate action. 

A local group is in a unique position to see social, political and economic local concerns within its field of focus and each one will be different. An inner city group won’t have the same focus as that in a white middle class suburban area – which, again, is not the same as in a rural location. Some may have a disproportionate number of elderly. There may perhaps be a large prison or asylum detention centre. Others have resident asylum seekers and refugees in their communities with all the contingent problems, not to mention prisoners released without adequate support. There may be a large local military establishment or an armaments manufacturer. Some parishes in the middle of large cities may be depopulated during non-working hours but still contain centres of trans-national commerce. Perhaps the focus of a group is the experience of living in a particular local community, and it is the natural discernment of the boundaries that will define the group. Such groups are able to reflect together on shared experiences. Members can then, with the help of single-issue agencies, become better informed, so working towards an understanding of the principles of Justice underlying the issues. Above all, prayer will lead a group into a position where action can be contemplated. 

This experience does not have to remain local property. It can contribute to a greater awareness raising in other areas, in a cross fertilisation process and exchange of experiences between parishes, deaneries and larger areas. 


A focus on Catholic Social Teaching (CST) provides a means of evaluating meeting point between what comes ‘down’ i.e. from the Vatican and what comes ‘up’ i.e. from us at the coal face. Its principles have refined and distilled over the passed 110 years. Every piece of CST relates to our experience at a particular point in history. For the ‘Church has always had the duty of scrutinising the signs of the times and interpreting them in the light of the Gospel.’ (Gaudium et Spes 4) The signs of the times are there around us in our parishes and faith communities. They are also ‘out there’ in the world. The one is tied into the other. We need to read them and prayerfully reflect on them in the light of the Church’s teaching and the scriptures so that we can come, with the help of the Holy Spirit, to a deeper understanding of the issues so that we can follow it up with action.

Each local group is the crossing point in a network of prayer, experience of local concerns and agents both catholic and ecumenical, and is both supported by the diocesan commission and provides it with support, which extends to other networks, spreading throughout the diocese and the nation. This can seem rather messy and untidy, and we may long for a neat set-up that gives us more security and certainty but Christ never promised us security, he promised us life and as for certainty … if we had certainty we wouldn’t need faith, would we?
[After Mary Anstey]

The Christian ethos of JPIC work indicates that HOW a group operates is just as important as WHAT its concerns are.

When taking action, you need to:

· Survey the institutions and individuals who play a key role in provoking or preventing change.

· Examine the role of each institution and of the people within it. 

· Find out who is sympathetic and who is resistant to the proposed changes.

· Establish relationships of trust with those you want to work with, be they politicians, trade-unionists, educationalists, community groups, NGOs … 

· Be clear and realistic about the exact nature of the change that is being proposed.

· Work out who will affected by your activity or upset by it, and who ought to be consulted.

Once you have identified a generic problem you can tease out a specific and manageable issue from it and divide that into sub-issues upon which a group can reflect and plan and mount well-researched and well-prepared actions.

Groups:

• Share ideas and experiences

• Have members with a common purpose who relate well to one another

• Offer an alternative to working in isolation

• Draw on the particular strengths and experiences of participants

• Increase the quality of output 

• Find ways of solving problems

• Provide a supportive environment for challenging work

• Develop essential skills for use elsewhere

• Reach out and try to involve others.

Looking after the members of a group so that they feel valued, respected and appreciated is as important as getting the job done and achieving something that is important to each of them.

Be prepared to encounter conflict and “difficult” members within your group and have strategies in mind to cater for these eventualities.

Small groups are good for:

· generating a broad range of possible alternative points of view or solutions to a problem 

· providing a chance to work on larger or more complex issues

· allowing people with a wider range of different backgrounds to bring their special knowledge, experience, or skills 

Advantages of working in groups on projects 

· People are social beings and generally like working with others 

· All the resources, abilities and energy of the group are pooled 

· There is less chance that mistakes will be made - it is easier to see other people's mistakes than to see our own 

· Group discussion stimulates ideas that might not occur to an individual working alone 

· Group members support each other and provide security, especially for problem solving 

An Effective Group 

· Has a clear understanding of its purposes and goals. 

· Is flexible in selecting its procedures as it works towards its goals. 

· Has achieved a high degree of communication and understanding among its members. 

· Is able to initiate and carry on effective work, carefully considering minority viewpoints and securing the commitment of all members to decisions. 

· Achieves an appropriate balance between group productivity and the satisfaction of individuals. 

· Provides for sharing of leadership responsibilities by group members - so that all members are concerned about contributing ideas, elaborating and clarifying the ideas of others, giving opinion, and in other ways helping the group to work on its task and maintain itself as an effective working unit. 

· Has a high degree of cohesiveness [attractiveness for the members] but does not stifle individual freedom. 

· Makes intelligent use of the differing abilities of its members, not being dominated by its leader or by any of its members. 

· Can be objective about reviewing its own processes, facing its problems and modifying its operations when necessary.

· Keeps in touch with events by networking with others and getting involved with external events and initiatives.

A NEW Group develops
There is an initial tentative period, characterised by politeness and co-operation, while people get to know one another.

Next, a potentially difficult and frustrating period, in which members have come to know each better and start to explore their differences and challenge what should be done.

After this, members accept one another and settle down to their common work, having recognised their differences and worked out what they can all do together.

Finally, the group gets on with their job and settle down to get work done, no longer wasting time on “going over old ground”.

Guide for conducting sessions with small groups 

1. Find out what people already know. Start with participants' practical experiences. Look for shared patterns of experience and knowledge 

2. From an analysis of practical experience, add new information and ideas. 

3. Welcome each new member and make sure that all are introduced.

4. Make sure that responsibility for decisions and actions is shared and that the group does not appear to be a closed shop, always saying that others can join in and taking care to quickly find jobs for new members to take on.

5. Make sure that everyone knows the purpose of the meeting and is agreed upon it.

6. Start and finish on time and keep up momentum.

7. Make sure that the meeting ends with everyone clear about what has to be done next, and with the time and place of the next meeting sorted out. Do not take on unrealistic commitments.

8. Record what has gone on and what been agreed.

9. Prepare meetings well, but do not over-prepare, and give each person a chance to have input to the planning process.

10. Be sensitive to people’s feelings and try to involve everyone in reaching consensus decisions.

11. Evaluate how things are going along and build on success.

12. Remember that Christian leadership is equivalent to service.

A Group has a Purpose (or task) and it has Members: both need to be cared for.

To help the TASK to move forward, the following services need to be provided by its leaders (and not just by one person!):

• Preparing background Information and materials to help with discussions.
• Organising the layout of the room in a way that helps the group to work best together.
• Offering ideas and suggestions about the best way to tackle things.
• Asking for ideas from group members about how they should tackle things.
• Getting agreement from all the members on what the group will do and how it will do it.
• Starting on time, agreeing a finishing time, and managing the time in between.
• Drawing out ideas and suggestions by asking questions.
• Offering ideas if they are required.
• Summarising from time to time what has been said or decided.
• Listening carefully and finking the ideas of group members where possible.
• Keeping a record of the group's decisions or plans so that everybody knows what is to be done and who will do it.
• Challenging what is planned when necessary to make sure the group's ideas are practical and workable.
• Challenging the group not to 'rest on its laurels but to build on its achievements.
• Helping the group to work out the causes of any problems it might have and what to do about them.
• Helping the group to evaluate what it does and learn from its experience.
• Supporting and being involved in follow up activities afterwards.

In addition, the PEOPLE require attention:
• Welcoming members, ensuring they are comfortable and cared for.
• Encouraging members to participate, accepting and supporting their ideas and showing appreciation for what they say and do.
• Listening carefully to what is said and pointing out where there is agreement and common ground.
• Encouraging members to look for common ground when there is disagreement.
• Drawing in those who are left out, and balancing the 'air-time' so that everybody is involved and nobody dominates.

• Avoiding criticism of individuals or their ideas, so that nobody ever feels ridiculed or put down.
• Breaking the tension in difficult sessions by the right kind of humour at the right times — it's right if the group laughs together and nobody feels hurt.
• Organising short breaks or refreshments to break up any difficult sessions.
• Making sure things are explained and checking that things are understood so that everybody is ‘in the picture'.
• Being open and honest with members so that trust develops.
• Being sensitive to people's backgrounds, interests and attitudes.
• Encouraging an open discussion of differences between members, making sure that these are seen as valuable. Showing it is possible to respect the person even though your ideas may be different.
• Spending time with group members outside the group.
CHECKLIST

• Group formation

Who is in the group?

What are the strengths of all the individuals?

How can these be used effectively?

How will the group work together?

• Group planning

What needs to be done?

How long have you got to do it?

How can the work be divided amongst the group?

How will the group communicate throughout the activity?

• Implementation of plan

How will the group support each other?

How will you discuss each others’ work?

How will progress be monitored?

Who else can we get involved?

• Completion of activity

How will the end product be shaped?

What work will you be assessed upon?

Is there sufficient evidence of group collaboration?

Do different strengths suit different tasks to complete the project?

• Evaluation of group performance

How effectively did people work as a team?

How much support did people provide for each other?

What key things went well in the group work?

What key things went badly?

What lessons can be learned from these?

Avoid discouragement!

One Systematic Approach to Effective Teamwork

Generally speaking, teamwork or co-operative action has a specific starting point – recognition of the need to achieve, create or resolve something. In a sense, one might speak of a shared mission. As a rule, the frame of reference for co-operation in such a mission – the systematic approach to the performance of shared tasks – involves: 

− Preparation 

− Action 

− Review 

These three steps can be split into seven phases: 

− Clarify the task 

− Agree on goals 

− Gather information 

− Decide what has to be done 

− Prepare a plan 

− Implement the plan 

− Review what has happened

Others may prefer to think in terms of “Aims and Objectives”. These are always linked, but often confused. They are, however, quite distinct. Aims state why the work is being done, i.e., the changes that should result from your work. Objectives are what you do, i.e., the activities that you undertake and the services that you offer to bring about these changes. (Outcomes are linked to aims, so that defining clear aims will help to identify outcomes, i.e., the changes, benefits, learning or other effects that happen as a result of the work. Defining desired outcomes is part of good project planning.)
Preparation
Phase 1 - Clarify the task 

Check to ensure that everyone involved understands the task in the same way. 

Phase 2 - Agreeing on aims 

Clarification, agreement and specification of the following matters: What is the purpose of what we are doing? For whom? What result(s) are to be achieved until …..? What criteria should be used to evaluate our result(s)? 

Phase 3 - Gathering information 

Collect and provide all relevant information. Develop alternatives. Assess risks. 

Phase 4 - Deciding what has to be done? 

An outline or a brainstorming including a list of everything that has to be done including priorities, where plans still need to be developed. This is derived with the information that needs to be gathered to achieve the agreed aims. 

Phase 5 - Preparing a plan 

A detailed catalogue of instructions for everyone involved. This should make it clear who is to do what, when and where. 

Action

Phase 6 - Implementation 

This is the phase in which the plan developed in Phase 5 is carried out. 

Evaluation

Phase 7 - Review 

Evaluation of the end result(s) of our work and the process we used. The aim of the review being a simple method of seeing how we can learn from our experiences and doing the job better the next time. The results of this review could lead, for example, to a decision to initiate a new cycle in Phase 2 (Agreeing on aims) and repeat all of the other phases. 

Important Note: The sequence of phases in the Systematic Approach is by no means linear but should be viewed as a cycle or control circuit. It may happen that the process begins with entry at one of the later phases. If, for example, the answer to the question “What action needs to be taken?” is already obvious to everyone at the outset, then it may be possible to develop the plans from there. Or perhaps implementation has already begun – in which case the cycle is entered in the review phase.


Guide to Group Working - Practical ways to help your group work better

Introduction

This guide describes simple ways to help your groups work better. They will also help your organisation because people will contribute more and work better together. They will save everyone time and effort too.

The ideas in the guide are suggestions for things that you may want to try. Please adapt them freely and use them flexibly. 

Building your group

Group Vision and Purpose

Building your group requires strategy, planning and time.  Creating a shared vision and purpose will help you to focus your energy and get results.

What is a vision and purpose?

Ø       A vision is a shared picture of a group’s future.  

o        A good vision includes specific goals that make it real.

o        To truly be shared, the vision must come from the ideas of the entire group, not only the group leader.

Ø       A purpose expresses the group’s reason for existence powerfully and clearly.

o        The purpose often already exists – it should show why the work of the group matters.

Why build a vision and purpose for your group?

Ø       When everyone in a group thoroughly understands and shares the same vision and purpose they become motivated and highly productive.  

Ø       When a group has developed a vision, they more easily agree on the important things that they need to work on to achieve it.

Ø       People who work toward a future that they want to build are happier and more productive than those who work only to please those in authority.

Some thoughts on “vision” and “mission”

There are differing ways in which these words are used.  There is not any particular way that is standard or “correct.” 

Vision statement:

· A view of where an organisation wants to be or what it wants to look like at some point in the future; a picture of the ideal state of the organisation and/or its impact on society.

· A view of who we are as an organisation. 

In a change process, good vision serves three important purposes:

13. It clarifies the general direction for change.

14. It motivates people to take action in the right direction.

15. It helps co-ordinate the actions of different people.

Vision statements are descriptive and not usually as brief and concise as mission statements.  They draw a picture of a future that is sufficiently rich in detail to offer some direction and guidance for the trip. As well as the envisioned future, the statement also presents core values and a core purpose. (Core values are the organisation’s essential and enduring tenets — a small set of rank-ordered timeless guiding principles that have no external justification; they have intrinsic value and importance to those inside the organisation. Core purpose … is the organisation’s fundamental reason for existing.)

Mission statement:

· A declaration of organisational purpose that states, who it is, who it serves,  what needs it meets, what it does to respond to those needs, and to what end

· A brief and memorable statement of the essential purpose of an organisation. 

The content of these statements varies. One type answers six questions:

· Who are we?

· What needs to we exist to meet?

· What do we do to meet those needs?

· Who do we serve?  

· What are our philosophy, values and culture?

· What makes us distinctive or unique?

Inputs to Group Vision and Purpose

Ø       Consider first the Church’s vision, mission and values.  If there are agency, diocesan or commission goals at a higher level than the group, use these too. 

Ø       Alignment with the Church’s (and/or agency) vision is important, or you risk creating conflict and failure.

Ø       Everyone will have their personal hopes and dreams for the group, the area and the local Church. Find out what these are. When you create a shared vision, you help people realise that they all want the same thing. You will all become more enthusiastic and energetic.

Ways to build Vision and Purpose

These are ways to create your vision together.  No one technique works for every situation.  Consider mixing elements from the different methods to suit the situation and culture.

Ø       Pairs and share

Ask people to pair up and think about how they would like things to be in future. Say to them, for example, "If you felt happy, proud and excited about coming here in a years time, what would be happening to make you feel that way?"

Ask people to take turns listening to each other as they each talk about this question. Then ask each person to summarise the main points of their vision to the total group. Encourage people to listen and avoid criticism. List the ideas people produce on a chart. This is your vision. Set up a planning process where people work together to achieve the vision. 

To define the group’s purpose, the pairs discuss the ways in which the group’s activities impact on mass-goers, the Church’s effectiveness in her mission to the world, and your local community (both internal and external).  Then discuss which of these impacts you would like to change and can change. This will help you define your group's purpose. (There is more on this in the section "The wider system" later.)

Ø       Pictures

You can create a picture of your vision to make it concrete and attractive. When you describe the picture and what it means to you, you use your imaginative and logical side. You often get surprising insights from your own and other people's pictures. The pictures show you how each person wants things to be. Then ask people to explain their pictures to the rest of you as you listen carefully. Finally, use the ideas to create your vision.

Ø      Focused brainstorming

Here, you ask people to list words on a flip chart that describe how you would like your parish or area to be. They think about what these words describe. Look for simple words like "Being bible-based" or "Everything running smoothly". Then talk about what this would mean in all aspects of your work. Finally, you plan how to achieve your vision.

VISION BUILDING: Creating a Shared Vision and Purpose

Visioning is an important process in order to give focus to all involved. Creating an effective vision becomes the means through which change can be implemented in complex organisations where the natural tendency is to maintain the status quo. It is the work of leaders and the managers, to create.

The vision serves several key purposes:

· It clarifies the general direction for the change and in doing so simplifies the direction of the decisions that must follow

· It motivates people to move out of their comfort zone, to take the time to develop new skills and work with different levels of resources 

· It co-ordinates the hundreds of decisions and actions involved in change

The Vision becomes the key driver of change. A powerful vision has the following characteristics:

1. It outlines a compelling reason for change

2. It conveys a picture of the future

3. It presents a feasible, if challenging, process

4. It is focused on what needs to be achieved

5. It appeals to the long term interest of all stakeholders

6. It is flexible

7. It can be communicated easily

Purpose

· Exchange views and come to agreement about the team’s shared purpose

· Identify the team’s unique contribution to the Organisation’s success

· Build team commitment to a shared purpose and direction

· Create a compelling image of the team’s ideal future – today

· Teams with a clear purpose and vision accelerate their progress toward high performance

· Teams without clear direction often experience obstacles to high performance

After you produce your Vision and Purpose 

Ø       Make the vision and purpose visible.  Keep them in front of the group members as a reminder of what they are working to create.

Ø       Refer to the vision and purpose when making important group decisions.  Make decisions based on what action will move the group closer to the vision.

Ø       Keep the vision alive by occasionally taking the time in meetings to reaffirm its meaning and usefulness or to make modifications in the case of dramatic changes within the group or your local Church.

Group Objectives

Once a group has developed a vision and purpose, it can be used as a basis for creating group objectives.  

What are group objectives?

Ø       Objectives are the specific goals that the group will accomplish in a fixed amount of time.  These objectives flow from the group's purpose. Each one moves you towards your vision.

Ø       Group objectives support the group’s vision and purpose and the objectives of the universal Church and/or diocese.

Why are group objectives important?

Ø       Group objectives are the basis of the group’s planned work.  

Ø       Group objectives should be the starting point for the member’s objectives formed as part of their Christian initiation and ongoing formation.

Ø       Group objectives provide the basis for talent and resource planning. They dictate the resources needed.

Ways to Develop Group Objectives

Group goals should be developed through a group process of group interaction and agreement.  Ways to facilitate this group process are:

Ø       Focused Group Workshop

Ask the group members to work alone and spend 15 minutes listing their own ideas for the group objectives.  Afterwards, organise the group the ideas, eliminate duplicates and decide on the main objectives that you want to consider. Divide the group into small groups and have them discuss the benefits and resources required for each potential objective.  Ask them to prepare a mini-presentation to present their findings to the larger group.  Following the presentations, have another full group discussion, ensuring that each option has been thoroughly considered.  Lead the group in voting using secret ballots, to decide the top favoured objectives.  (Secret balloting – rarely used in JPIC work – is a way of getting group members’ views without the stronger, more powerful members of the group influencing the others.)    

Ø       Balance Sheet    

Ask everyone to bring 2 to 3 ideas for group objectives to the meeting. Use group discussion to reduce them to manageable number (about 6). Then use the “Balance Sheet” technique, see below, for discussing each one.  The proposed objective should be clearly written at the top of a flipchart sheet.  A line is then drawn down the middle of the flipchart.  First, have the group name all the positive implications of that objective and list them on the left side of the line.  Do the same with negative implications and list those on the right side of the line.  Once you have considered all the options this way, you can select the best option by carrying out a final vote where each group member selects his or her two or three most favoured options. 

This chart can also help you plan. You might decide how you could manage the issues on the negative side and strengthen the positive side, for example.

Group discipline in meetings

Encourage and use discipline

Why have a disciplined approach to group working?

Ø       It is more effective and more enjoyable.

Ø       Everyone knows what he or she is trying to do.

Ø       You get great satisfaction from working together well and getting a result.

How do you create and keep group discipline?

Ø       Talk about how you can work together best before and when you meet.

Ø       Agree some rules about how you will work together.

Ø       Everybody takes responsibility for what happens, not just the group leader.

Ø       Arrive on time, be honest, do what you agree to do and never pretend to agree if you do not.

Ø       Listen carefully to what others say. Even if you disagree, they may have a point.

Ø       Have a clear structure, so people know what they are doing.

Structure of an effective group meeting

Why have a structure?

Ø       People know what you expect and therefore what they need to do.

Ø       If the structure is appropriate for the task, the work will go well.

Ø       If the structure is clear, the meeting is much easier to manage.

Ø        Group meetings with a clear structure are more rewarding for participants.

How do you structure a meeting?

o        Use a systematic approach

Ø       First, discuss what you are trying to achieve in your meeting, or agenda item. It is very worthwhile to make sure your aims or objectives are very clear and everyone understands them. 

Ø       Second, everyone shares the ideas and information they have that will help you achieve your aims. This can be informal, but make sure everyone has the chance to contribute and listen to each other.

Ø       Third, discuss and decide what has to be done to achieve your aim.

Ø       Fourth, make a plan that says who will do what and when.

Ø       Then you act, though this will often be outside the meeting.

Ø       Finally, you review to discover what has worked and what needs further work. You also review how you have worked together to learn what worked and how to work together even better next time.

Ralph Coverdale, inspired by Jesuit training, observed what very effective teams did when they worked on tasks and developed this systematic approach. It is one of many, but it does work well and is both simple and flexible. 

o        Use an effective process

Ø       "Process" is how you work together.

Ø       You may need different processes according to the stage you are at in the meeting.

Ø       Effective leaders make proposals, but listen to people's response and build on them. 

Ø       You might say "I would like to hear your thoughts about how we might make progress on this objective. Can we hear from everyone in the group in turn for a couple of minutes each? Would you like to go first? While each person is speaking, the rest of us will listen. Afterwards we will talk about what to do."

Ø       If the process is not working, anyone can say so and make a proposal of a better one. You can often make progress if you are stuck by asking people to form pairs or small groups, think a bit and come back with some ideas to take the meeting forward.

Ø       Spend time thinking about how you are working together and how to improve this. You can do this at the meeting.

Use some simple skills

Why do we need skills?

Ø       Many people say most meetings are a bit of a waste of time and find them frustrating. Skilled people can have skilled meetings.

Ø       Meeting skills can help people produce more together and at a higher quality than they could ever do separately. 

Ø       The skills that help you work together effectively as a group are the same skills you need to work effectively with fellow parishioners, other Christians and the rest of the structural Churches. Learning them together is safe and using them together reinforces them.

How can you learn these skills?

Ø       You can learn by watching people who have good meetings or who help meetings go well. What do they do?

Ø       You can try things out for yourself and see what works.

Ø       You can discuss how you work with others with your colleagues and ask them for their ideas. 

What are the most important group skills?

o       Listening

o       Supporting

o       Confronting

o       Brainstorming 

o       Reviewing

Listening

Why is listening so important?

Ø       Listening encourages people to speak and give of their best.

Ø       If you listen you may learn things that will help you and the group

Ø       When people listen to each other they build confidence, connection and mutual respect.

Ø       You can build on each other's ideas and not lose any if you listen well.

How can you listen well in a group?

Ø       Decide to do it as well as you are able, this will help you know what to do. 

Ø       When you listen, look warmly at the person. The person may look away as she talks, but will want you to be looking towards her when she finishes and turns back to you.

Ø       Encourage everyone in the group to listen to each other.  Stop people interrupting or talking over each other. Ask people to take turns talking while everyone else listens.

Ø       Don't fidget, interrupt or distract. Don't get distracted by your own thoughts and feelings.

Ø       Summarise at intervals to check you have understood what the person has said and the feelings behind it.

Ø       Summarise at intervals to check you have understood everyone's views of the about the subject and any disagreements.

Ø      Ask a few gentle open questions, to encourage conversation. You can't answer an open question with "Yes" or No".

Supporting

Why is supporting important?

Ø       When people feel supported, they feel safe to participate.

Ø       A supportive atmosphere helps people want to work together.

Ø       Support helps people take the risks to produce new ideas or disagree with the group.

How can you support each other in your group?

Ø       Have a clear structure and agreed objectives so everyone knows what they are doing.

Ø       Actively listen to everyone and gently involve them, particularly shy or thoughtful people. They often have the best ideas.

Ø       Work as informally as you can so people feel relaxed.

Ø       Talk to each other between meetings.

Ø       Get to know each other personally, so you feel a human as well as a work connection

Ø       Show your appreciation of good ideas or helpful processes.

Confronting

Why is confronting important?

Ø       Sometimes things don't work. It is usually more helpful to confront (face) these situations directly than ignore them.

Ø       Confronting issues is always interesting and can be enjoyable. It may be possible to get a creative solution by understanding each other's point of view and seeking a solution that is better than either.

Ø       Confronting and resolving important conflicts between people or groups can lead to deeper understanding and trust than easily happens in relationships that have not been tested this way.

How can you confront effectively and with caring?

Ø       When your group meeting is stuck, and people are frustrated and a bit angry, then say so. If you make this a personal statement about what you see or feel, such as, "I am feeling stuck and wonder if other people feel the same" then it will be a more effective method of finding ways out of the situation than being critical, which will provoke a defensive or attacking reaction.

Ø       You may need to confront other issues. You may get a "Yes" to an idea but be unsure if people really mean it. You might have one person dominating the group or being silent. If you say what you see or feel, and ask people what they think and feel, you will be able to change the situation. 

Ø       If people are arguing and the argument is not moving towards a resolution, it is very likely that people are not listening to each other. You can ask each party to put the other party’s point of view, check that this is right and correct it if it is not. In most cases, the argument will fall away.

Brainstorming

Why is brainstorming important?

Ø       Brainstorming is a simple way to get lots of ideas from a group. 

Ø       It helps people feel safe, as they know people will listen to their ideas and not laugh at them.

Ø       It may help you solve difficult problems.

Ø       It is a simple structure for generating and evaluating ideas. It works because evaluate the ideas after you have generated them.

How do you do brainstorming?

Ø       Decide on the question you want to answer. 

Ø       Collect a group of people to work on it. You may want to include people who know very little about the topic as well as experts. Sometimes people without specialised knowledge people produce interesting ideas and viewpoints. Experts can be stuck in their thinking!

Ø       Explain the rules of the brainstorming process carefully. These are: - 

Show interest and support, without criticism, to generate ideas first. You then all discuss the ideas and decide which are the most promising ones.

Ø       Talk about the question together. Consider different points of view and perspectives and different ways of defining the problem, this may lead you into new ways of thinking.  You don't have to agree at this stage.

Ø       Each person then thinks quietly and writes down his or her ideas for a few minutes.

Ø       One person writes the ideas accurately and without editing on a chart. (Alternatively people can write their own ideas on large "post its" and stick them on the wall). 

Ø       The participants look at the ideas and list additional ones that they stimulate. 

Ø       Everyone looks at the list and chooses the top few (about five) that are the most promising. Display the votes to give the views of the group.

Ø       Then move into a normal meeting to consider how you will develop the most promising ideas you have chosen. 

Review and Feedback

When the job is finished, it should be reviewed. Two sorts of questions need to be asked: 

1. About the job itself: Have we achieved what we set out to do? What more has to be done? Can we improve the result?

2. About the process of working together: Can we improve it, are there other methods we could apply? What were the snags and how can we avoid them another time? What were the successful parts of our process which we can adopt and use on other occasions?

In this second part of the review stage, systematic approach becomes a basic method of learning.

Experience, by itself, may teach very little: improvements come only from reviewing what happened, understanding why, and pulling out lessons that one can use for the future. If the review is carried out consciously and deliberately, the learning will come much faster. This is indeed the basic way in which we acquire skill (as opposed to

knowledge): – by a cycle of thought – action – thought. Ten minutes’ review at the end of a job or at the end of a day can save many hours for the future; it makes sure that we actually learn from the experience.

In any review, the emphasis should be on what to do next time, rather than merely what to avoid, and it is at least as important to identify what went well as what went badly. Of course, failures must be traced and avoided; but time must also be deliberately spent on analysing success, if only because a review that dwells mostly on failures does not serve to motivate us positively.

The wider system 

Why is the wider system important?

A group serves some wider system outside itself. The group's success and even its long-term existence, depends on it meeting the needs of its "customers" and maintaining good relationships with its "suppliers". Both of these groups can be external or internal. The skills you need to work well inside your group are the same skills you need to work well with the wider system. Some simple tools can help too.

Ø       Understanding the wider system

o        Make a map of the groups and key people you influence or who influence you, as below.

Ø       List the groups and key people on a chart. A diagram or picture often helps. Some of the people will be inside the organisation, some not. Give everyone a turn to think, you don't have to agree at this stage.

o        Think about the nature of the relationship you have with them 

Ø       Pick out say eight or ten of the groups or people so you don't get overwhelmed. Think of a word like "co-operative" or "distant" to describe the relationship now. Some people like to draw a "cartoon" to illustrate this as a bit of humour helps.

o        Talk about how you feel about those relationships 

Ø       You might have decided the relationship your Hierarchy had with laity was "distant". Now you think how you feel about that. This helps create the energy for change. People might feel sad or frustrated, for example.

Ø       Setting priorities

o        Choose which relationships you want to develop first 

Ø       Look at the work you have done so far and think about the relationships that you would like to improve. Some people choose a relationship that could be better, where there is reasonable hope for improvement and where the work is manageable. You should not be too ambitious to start with.  

Ø       Taking action

o        Choose what to do from a range of possibilities. 

Ø       Ask the other group or person what you could do differently which would make the relationship or work more productive 

Ø       Where problems arise, investigate them to learn how to prevent them in future. Avoid blaming.

Ø       Set up joint informal meetings to explore issues of mutual interest

Ø       Encourage everyone to be clear and open with the other people about what they want and do not want from them and listen to their point of view

Ø       You can set up an Inter-Group workshop. Two groups meet in separate rooms and list "How do we see ourselves? How do we see the other group?" and "How do we think they see us?" The groups look at each other's lists and ask questions to understand the information. They then form mixed groups to work on common issues. This is enjoyable and very effective.

Ø       Use survey feedback. An outsider or members of the two groups interview people to uncover the nature of the difficulties, examples of successful co-operation and how to improve things. People from both groups discuss the information and plan what to do. 


ANOTHER VIEW ABOUT GOALS, OUTCOMES, AIMS, ETC

The meaning and purpose of goals 

Clarification of goals can help to 

- motivate people 

- point the way 

- recognise the purpose of a given action 

- develop a vision of the final product 

- justify actions 

- protect against the judgements of outsiders 

- optimise work plans 

- identify available and required resources 

- achieve consensus and avoid unnecessary friction 

- evaluate contributions and ideas 

- relieve stress 

- discipline “trouble-makers” 

- make better use of time.

One of the most crucial aspects of teamwork and co-operation is having clearly defined aims that are understood by all members of the team. The process of achieving this is just as important, especially for aims that have a high business priority. Thus it is important to ensure that you have the key people involved in the task or project around the table together setting the aims. The “aims target” is a practical tool that helps a team visualise the key components of a clearly defined aim. This process of sitting together and defining the aim ensures common understanding and supports the process of “buy in and commitment”. The “aims target” helps you clarify all the key stakeholders both internally and externally at the start of the project helping you define the end result your customer needs. This means you deliver what is needed rather than having to sell an idea. 

The “aims target” asks four essential questions that define your aim – what is the purpose of what you are doing, who are the clients/customers/stakeholders, what is your desired final outcome/end result, and against which criteria are we going to measure the quality of the outcome/end result? 

The question of the “PURPOSE” 
A clear answer should be found for this question in order to ensure that further action is focused on achieving the aim. If, for instance, the objective is to “Prepare an inventory of the windows in the hotel”, work in pursuit of that objective will depend on the “purpose” of the inventory, i.e. to assess the need for standardisation of window types or to determine to total area of glass in order to prepare a cost estimate for complete reglazing. 

The question of “FOR WHOSE BENEFIT”

This question establishes the link to the needs of the client or customer. It is important to know the “customer” in order to draw conclusions about his needs or to engage in dialogue with him for the purpose of clarifying further details relevant to achieving the aim in question. If, for example, the hotel manager is the client in the case described above, it may be that the actual customer is the local glazier, who needs the information in order to prepare his cost estimate. 

The question of the “FINAL OUTCOME” 
The answer to this question provides a clear picture of what is to be achieved in concrete terms. 

A timely understanding of the desired outcome provides orientation for necessary action. It makes a difference, for example, whether the client is to be given an oral report or requires a detailed drawing showing the size of the windows. 

Specifying the “CRITERIA” 
The specification of criteria provides a basis for verifying the achievement of aims. Criteria enable those involved to determine as work progresses whether they are still on course or not. Once work is completed, the quality of the outcome can be assessed on the basis of the same criteria – to determine whether the work has been successful or not, i.e. the planned aim has been achieved. It is important to ensure that criteria are measurable and can be verified once the job has been completed. 

The hierarchy of aims 
It often makes good sense to divide aims and tasks into incremental aims to be achieved at different points in time – i.e. milestone to be set as work progresses toward the primary aim. Special targets for every milestone and each incremental aim under the various milestones provide the basis for an overall consistency review – to determine whether all incremental aims actually contribute to achievement of the primary, long-term aim, which means above all whether the purposes of and criteria applicable to the incremental aims are compatible with the purpose and criteria for the primary aim and actually support its achievement. The same applies in the reverse case: Strategic aims are always long-term which must be broken down in to shorter-term aims that can be individually operationalised. This is accomplished with the aid of the “how” questions that lead down the steps the hierarchy of aims. Here as well, the consistency of each individual step can be evaluated on the basis of its specific target. 
Phil Kerton, 18 August 2011.

[These notes are the basis of a Powerpoint presentation that was developed for a JPIC Training Workshop in September 2011]







�	 Useful questions when setting aims:


	Purpose: What is the job for? What purposes will the result serve?


	Customer/Client: Who is the end result for? Who will use it?


	End product: What do we want to end up at the task deadline?


	Standards: What are the evaluation criteria which the end product has to meet? How will we/our customers/clients judge whether our results are satisfactory?


�	 Active Listening





	The following questions help to really listen to the contribution of others to the end instead of rushing prematurely into answering:





	What exactly did the other person say?


	What does it mean in the context discussed?


	How does it fit in with the agreed aims, the issues at discussion right now?


	Can I support the contribution?


	What do I want to say?





