FACILITATOR’S 

GUIDE
HOW TO GET THE MOST OUT OF THIS TRAINING SESSION

This training is for YOU and its success rests largely with you.

Enter into the discussion ENTHUSIASTICALLY.

Give FREELY of your experience.

CONFINE your discussion to the problem.

Say what you THINK.

Only ONE PERSON should talk at a time. Avoid private conversations while someone else is speaking.

LISTEN ALERTLY to the discussion.

IF YOU DON’T UNDERSTAND - ASK
APPRECIATE the other person’s point of view.

BE PROMPT and REGULAR in attendance.

A SHORT COURSE IN HUMAN RELATIONS

The SIX most important words: "I admit I made a mistake."

The FIVE most important words: "You did a good job."

The FOUR most important words: "What is your opinion."

The THREE most important words: "If you please."

The TWO most important words: "Thank you."

The ONE most important word: "We."

The LEAST important word: "I."

GUIDELINES FOR FACILITATION

The feelings and emotions of the participants are of immediate importance to you as the trainer. The behavior of the bigot makes feelings rise in the audience. After the bigot finishes, your first task is to help the audience come to the realization that they are:

1. feeling some things;

2. that the things that they are feeling are valid; and,

3. they (the feelings) should be recognized and dealt with in a realistic way.

An issue that might arise for you as a trainer is your reaction to some of the feelings being discussed. Remember that you are there to facilitate the expression of feelings, not to judge or evaluate them. Your acceptance of the stated emotions does not reflect approval, but a feeling, whether you approve of it or not, is valid for the person who experiences it.

You may need to probe an audience in this phase of the presentation. It has been my experience that the older the audience, particularly to the degree that the audience is consciously aware of status, role, and educational differences, there may be some difficulty in the recognition and owning of feelings. Typically, as an audience rises higher on those factors they tend to function more exclusively on the intellectual level and less in the affective domain. It thus may take some probing to get at feelings—this may require you to challenge a participant to try to tune into what the feeling is rather than what he is thinking. With a reticent audience there are some hints on where to start. There is, in the bigot role, an attack on both the black male and upon females in general (both career-wise and in terms of sexuality). Ask a black male about his feelings concerning having his manhood attacked. If there are some in the audience work with them (because of their general status positions they may tend to be more reticent than their male counterparts). Also be sure to pick on an audience member who was silent during the presentation, and try to get that person to disclose where he or she is at.

While the audience/trainer interaction during this period is primarily affective, do not forget that one of the purposes of the program is to explore ways of handling the bigot. Questions that may facilitate the intellectual segment follow:

How did I handle that individual?

How would I go about trying to neutralize that a person?

What can I as an individual do to help minimize the influence of a John Gray?

To what degree can I accept John as a person, who has the right to be whomever he wants to be?

The length of this interaction may be as short as forty minutes or as long as one hour, depending on the size of the group and their willingness to deal with what is going on inside of them.

SKILLS

AVOIDANCE BEHAVIOR (Person replies but does not answer your question)

1. Recognize you heard speaker by saying "I heard you" or paraphrasing.

2. Give Positive Feedback: Example: "That was a very good point you made."

3. Then repeat your question to the person again. 

SILENT BEHAVIOR

Be silent yourself. (Silence is a very uncomfortable feeling; eventually someone will talk.)

DOMINATION BEHAVIOR

Use the same method (1 & 2) in the avoidance behavior.

Simply ask person to hold back because you are interested in also hearing other persons in the group.

COMMUNICATION "LEADS"

Phrases that are useful when you trust that your perceptions are accurate, and the "helpee" is receptive to your communications:

You feel…

From your point of view…

It seems to you…

In your experience…

From where you stand…

As you see it….

You think…

What I hear you saying…

You’re…(identify the feeling; for example, angry, sad)

I’m picking up that you…

I really hear you saying that…

Where you’re coming from…

You figure…

You mean…

I’m not certain I understand; you’re feeling…

It seems that you…

As I hear it, you…

…is that the way it is?

…is that what you mean?

…is that the way you feel?

Let me see if I understand you…

Let me see if I’m with you; you…

I get the impression that…

I guess that you’re …

Phrases that are useful when you are having some difficulty perceiving clearly, or it seems that the "helpee" might not be receptive to your communications:

Could it be that…

I wonder if…

I’m not sure if I’m with you, but…

Would you buy this idea…

What I guess I’m hearing is…

Correct me if I’m wrong, but…

Is it possible that…

Does it sound reasonable that you…

Could this be what’s going on, you…

From where I stand you…

This is what I think I hear you saying…

You appear to be feeling…

It appears you…

Perhaps you’re feeling…

I somehow sense that maybe you feel…

Is there any chance that you…

Maybe you feel…

Is it conceivable that…

Maybe I’m out to lunch, but…

Do you feel a little…

Maybe this is a long shot, but…

I’m not sure if I’m with you; do you mean…
VALUES QUESTIONS ON FACILITATION

Experience Phase:

How did you feel when someone was speaking for you?

What were some of your reactions?

What would you have preferred?

What is the worst/best thing that could happen?

Sharing Phase:

What were you thinking/feeling when your value wasn’t ranked as highly as you wanted it to be? 

How did you feel about that?

Who else had the same experience?

Who reacted differently?

Did members of your group support each other during the exchange?

Interpreting Phase:

How did you account for members supporting/not supporting each other?

What does that mean to you?

What does that suggest to you about yourself and/or your group?

Generalizing Phase:

Does this experience remind you of anything else—what does this help you to explain, understand?

So what does all this mean?

What are you going to do with this?

Applying Phase:

How can we relate this experience to being students/EOAs?

What options do you see available to you when you confront that behavior and attitude?

What do you imagine the consequences of doing (confronting)/not doing (confronting)?

Processing the Entire Experience:

How did you find this experience?

What are the pluses/minuses?

How might it have been more meaningful?

What changes would you make?

What would you continue?

If you had to do it over again, what would you do?

RESPONSES THAT TEND TO BLOCK COMMUNICATION

DIRECTING, ORDERING, COMMANDING (You must…" "You have to," "You will…") 

Such responses can produce fright or active resistance and rebellion. They also invite "testing." Nobody likes to be ordered or commanded—thus resentment is produced. Such responses may cut off any further communication from the person, or they may provoke defensive or retaliatory communication. Often people will feel rejected—their own needs are being ignored. In front of others, people may feel humiliated by such responses. Even if a person obeys, he or she may try to get back later or may respond immediately with anger.

WARNING, THREATENING, ADMONISHING ("You had better…" "If you don’t, then…") Such responses are like directing or ordering except that they bring in the threat of using power. These responses invite "testing." They may cause a person to obey but only out of fear. As with directing and ordering, these responses may produce resentment, anger, resistance and rebellion.

MORALIZING, PREACHING, OBLIGING ("You should…" "You ought…," "It is your duty…," "It is your responsibility…," "You are required…") Such responses are like directing and ordering except that they drag in "duty" and some vague external authority. Their purpose is to make the person feel guilty or to feel an obligation. People sense the pressure of such messages and frequently resist and dig in their heels. Such messages also communicate lack of trust—"You are not wise enough." People often respond with "Who says I should" or "Why should I."

PERSUADING WITH LOGIC, ARGUING, INSTRUCTING, LECTURING ("Do you realize…" "Here is why you are wrong…," "That is not right…," "The facts are…," "Yes, but…") Such responses provoke defensiveness and often bring on counter-arguments. They may also make a person feel inferior because they imply another’s superiority. Persuasion, more often than not, simply makes a person defend his or her own position more strongly. People may feel, "you always think you are right." Having logic on your side does not always bring forth compliance or agreement. People often say, "I always get long lectures," or, "They make me feel I’m wrong or stupid."

ADVISING, RECOMMENDING, PROVIDING ANSWERS OR SOLUTIONS ("What I would do is…" "Why don’t you…," "Let me suggest…," "It would be best for you…") It is not true that people always want advice. Advice implies "superiority" and can make a person feel inadequate and inferior. "I should have thought of that." A person may respond to advice with resistance and rebellion—"I don’t want to be told what to do." Often people resent suggestions by other people—"Let me figure it out myself." Failure to follow advice may make people feel guilty or that they have let the person giving the advice down. If the advice does not seem sound, a person has to argue against it and spend time dealing with it rather than think up their own solutions. Advice can also make a person dependent; it does not encourage creative thinking. A person may simply respond by feeling the person giving advice just doesn’t understand—"How could you suggest that; you don’t know how upset I am." People may respond, "When I want your advice, I’ll ask for it." Also, if the advice turns out wrong, a person can duck responsibility—"They suggested it; it wasn’t my idea."

EVALUATING, JUDGING NEGATIVELY, DISAPPROVING, BLAMING, NAME-CALLING, CRITICIZING ("You are bad," "You are lazy," "You are not thinking straight," "You are acting foolishly," "Your hair is too long") More than any other type of message, this makes people feel inadequate, inferior, incompetent, bad or stupid. It can make them feel guilty, too. Often people respond very defensively—nobody likes to be wrong. Evaluation cuts off communication—"I won’t say what I feel if I am going to get judged." When coming from someone in a position of power or control, people often accept such judgments as being absolutely true—"I am bad." Such evaluations can shape a person’s self-concept. Another possible response is to evaluate right back—"You’re not so good yourself." Remember the adage, "Judge not, lest you be judged."

PRAISING, JUDGING OR EVALUATING POSITIVELY, APPROVING (You’re good," "You’ve done a good job," "That’s a good piece of work," "I approve of…," "That’s a nice thing to do") Praise and positive evaluation may not always have the effects we have generally assumed. If you let a person know you can judge positively, they infer you can also judge negatively. Then, too, when you frequently judge positively, the absence of it in a particular situation can be interpreted as a negative judgment—"You haven’t said anything nice about me; you must not like me." A positive evaluation that does not fit one’s own evaluation may also be threatening ("I am not good""), or it may be felt as false ("You don’t really think I’m good.") Often a person feels praise as manipulative—"You’re just saying that to get me to do something." Praise often stops communication—"They just simply don’t understand how I feel." Positive evaluation can embarrass people, even make them angry. Praise invariably tags the person in control as "being superior"—the right to evaluate another implies that you "know" what is good or bad.

SUPPORTING, REASSURING, EXCUSING, SYMPATHIZING ("It’s not so bad…" "Don’t worry," "You’ll feel better," "That’s too bad.") People often send messages to other people without understanding they can have negative effects. To reassure a person may make him other feel that you don’t understand—"It is easy for you to say that, but you don’t know how I feel." Supporting messages can also convey to a person, "I’m not comfortable having you feel inadequate. I can’t accept such feelings; start feeling more adequate." If things do not "turn out all right" for the person, he or she can feel resentful toward you for your reassurances, for misleading them. Telling a person who feels inadequate that they really are OK can evoke strong feelings of hostility. They may also disbelieve you—"You’re just saying that to make me feel better."

DIAGNOSING, PSYCHOANALYZING, INTERPRETING, READING-IN, OFFERING INSIGHTS (What you need is…" "What’s wrong with you is…," "You’re just trying to get attention…," "You don’t really mean that," "I know what you need," "Your problem is…") To tell a person what they are "really" feeling, what their "real" motives are, or why they are behaving a certain way can be very threatening—"They always think they know what I’m feeling." Playing "psychoanalyst" with other people is dangerous and frustrating to the other person. If your analysis is wrong, the person resists; if it is "right," the person can feel exposed, naked, trapped. The "here is what you need" message implies that the sender is superior—knows more than the receiver. People get resentful and angry when other people "interpret" their motives. Interpretations, more than likely, will stop communication rather than encourage someone to tell you more.

QUESTIONING, PROBING, CROSS-EXAMINING, PRYING, INTERROGATING ("Why…" "Who…" "Where…," "What…," "How…," "When…") The response of people to probing is often to feel defensive or "on the witness stand." Many questions are threatening because a person doesn’t know why another is questioning them—"What are you driving at?" People often feel the questioner is "nosy—"They always have to know where I’ve been." Questioning can convey lack of trust, suspicion, or doubt about a person’s ability—"You don’t need to ask me if I know the way—I’ve been there before." Some kinds of probing questions make a person feel they are being led out on a limb only to have it later sawed off. When someone asks questions, they imply that they are gathering information so that they can solve the other person’s problem rather than letting that person solve it themselves. Questions drastically restrict the range of what a person might say if allowed to speak spontaneously. Questions communicate "Talk only about what I am asking."

DIVERTING, AVOIDING, BY-PASSING, DIGRESSING, SHIFTING ("Let’s not talk about it now," "Not appropriate at this time," "Forget it," "That reminds me," "We can discuss it later.") Such responses make people feel you are not interested. They may feel you don’t want to understand. People may also feel guilty. They communicate lack of respect for another person. Such responses can make a person feel rejected.

KIDDING, TEASING, MAKING LIGHT OF, JOKING, USING SARCASM (Why don’t you burn down the Institute?" "When did you read a newspaper last?" "Get up on the wrong side of the bed?" "When did they make you Commandant of the school?") Such responses effectively cut off communication…make the person feel you are not interested and show lack of respect. They often will make the person angry. Or the person may feel you really don’t understand how badly or seriously they feel about something. Responses such as these often stem from hostility in the person making the comment; consequently, they may provoke counter-hostility.

WHAT TO LOOK FOR IN A GROUP

In all human interactions there are two major ingredients: content and process. The first deals with subject matter of the task upon which the group is working. In most interactions, the focus of attention of all persons is on the content. The second ingredient, process, is concerned with what is happening between and to group members while the group is working. Group process or dynamics deals with such items as morale, feeling, tone, atmosphere, influence, and participation; styles of leadership, leadership struggles, conflict, competition, and cooperation, etc. In most interactions, very little attention is paid to process, even when it is the major cause of ineffective group action. Sensitivity to group process will better enable one to diagnose group problems early and deal with them more effectively. Since these processes are present in all groups, awareness of them will enhance a person’s worth to a group and make him a more effective group participant. 

PARTICIPATION

One indication of involvement is verbal participation. Look for differences in the amount of participation among members.

Who are the high and low participators?

Do you see any shift in participation, e.g. highs become quiet; lows suddenly become talkative. 

Do you see any possible reasons for this in the group’s interaction?

How are the silent people treated? How is their silence interpreted? Consent? Disagreement? Disinterest? Fear? Etc.

Who talks to whom? Do you see any reasons for this in the group’s interactions?

Who keeps the ball rolling? Why? Do you see any reason for this in the group’s interactions?

INFLUENCE

Influence and participation are not the same. Some people may speak very little, yet they capture the attention of the whole group. Others may talk a lot but are generally not listed to by other members.

Which members are high in influence? That is, when they talk others seem to listen.

Which members are low in influence? Others do not listen to or follow them. Is there any shifting in influence? Who shifts?

Do you see any rivalry in the group? Is there a struggle for leadership? What effect does it have on other group members?

DECISION MAKING PROCEDURES

Many kinds of decisions are made within groups without considering the effects of these decisions on other members. Some people try to impose their own decision on the group, while others want all members to participate or share in the decisions that are made.

Does anyone make a decision and carry it out without checking with other group members? (Self-authorized) For example, he decides on the topic to be discussed and started right in to talk about it. What effect does this have on other group’s interactions?

Does anyone make a decision and carry it out without jumps? Do you see any reasons for this in the group’s interactions?

Who supports other member’s suggestions of decision. Does this support result in the two members deciding the topic or activity for the group? (Handclasp) How does this affect other group members?

Is there any evidence of a majority pushing a decision through over other members’ objections? Do they call for a vote? (Majority decision)

Is there any attempt to get all members participating in a decision (consensus)? What effect does this seem to have on the group?

Does anyone make any contributions that do not receive any kind of response of recognition (clap)? What effect does this have on the member?

TASK FUNCTIONS

These functions illustrate behaviors that are concerned with getting the job done, or accomplishing the task that the group has before them.

Does anyone ask for or make suggestions as to the best way to proceed or to tackle the problem?

Does anyone attempt to summarize what has been covered or what has been going on in the group?

Is there any giving or asking for facts, ideas, opinions, feelings, feedback, or searching for alternatives?

Who keeps the group on target? Prevents topic jumping or going off on tangents.

MAINTENANCE FUNCTIONS

These functions are important to the morale of the group. They maintained good and harmonious working relationships among the members and create a good atmosphere, which enables members to contribute maximally. They insure smooth and effective teamwork within the group.

Who helps others get into the discussion (gate openers)?

Who cuts off others or interrupts them (gate closers)?

How well are members getting their ideas across? Are some members preoccupied and not listening? Are there any attempts by group members to help others clarify their ideas?

How are ideas rejected? How do members react when their ideas are not accepted? Do members attempt to support others when they reject their ideas?

GROUP ATMOSPHERE

Something about the way a group works creates an atmosphere which in turn is revealed in a general impression. In addition, people may differ in the kind of atmosphere they like in a group. Insight can be gained into the atmosphere characteristic of a group by finding words, which describe the general impressions, held by group members.

Who seems to prefer a friendly, congenial atmosphere? Is there any attempt to suppress conflict or unpleasant feelings?

Who seems to prefer an atmosphere of conflict and disagreement? Do any members provoke or annoy others?

Do people seem involved and interested? Is the atmosphere one of work, play, satisfaction, taking flight, sluggish, etc.?

MEMBERSHIP

A major concern for group members is the degree of acceptance or inclusion in the group. Different patterns of interaction may develop in the group that gives clues to the degree and kind of membership.

Is there any sub-grouping? Sometimes two of three members may consistently agree and support each other or consistently disagree and oppose each other.

Do some people seem to be "outside" the group? Do some members seem to be most "in"? How are those "outside" treated?

Do some members move in and out of the group? Under what conditions do they come in or move out?

FEELINGS

During any group discussion feelings are frequently generated by the interactions between members. These feelings, however, are seldom talked about. Observers may have to make guesses based on tone of voice, facial expressions, gestures and many other forms of nonverbal cues.

Do you see any attempts by group members to block the expression of feelings, particularly negative feelings? How is this done? Does anyone do this consistently?

NORMS

Standards or ground rules may develop in a group that control the behavior of its members. Norms usually express the beliefs or desires of the majority of the group members as to what behaviors should or should not take place in the group. These norms may be clear to all members (explicit), known or sensed by only a few (implicit) or operating completely below the level or awareness of any group members. Some norms help group progress and some hinder it.

Are certain areas avoided in the group (e.g. sex, religion, talk about present feelings within group, discussing leader’s behavior, etc.)? Who seems to reinforce this avoidance? How do they do it?

Are group members overly nice or polite to each other? Are only positive feelings expressed? Do members agree with each other too readily? What happens when members disagree?

Do you see norms operating about participation or the kinds of questions that are allowed? (e.g., "If I talk you must talk," "If I tell my problems you have to tell your problem.") Do questions tend to be restricted to intellectual topics or events outside of the group?

