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‘i‘l Guest Facilitator: Philip Thomas

Philip Thomas is a social change facilitator who over the past 20 years has worked on social change in Latin America, specializing in dialogue
facilitation in cross-departmental, interethnic and cross border public interest issues; solving problems, building consensus, creating actions, and
promoting social, organizational and community desire for change. This process often includes the government, private sector, and civil society
groups in multi-stakeholder discussions on complex issues.

In 2007, he and Dr. Bettye Pruitt wrote Democratic Dialogues - A Handbook for Practitioners. This Handbook was a joint effort of the
United Nations Development Program (UNDP), Organization of American States (OAS), Canadian International Development Agency (CIDA),
International IDEA, and received valuable input from a wider network of organizations. Philip and Bettye are co-founders of the Generative
Change Community (a Society for Organizational Learning member), a community comprised of advanced practitioners of peace building,
negotiation, mediation, participatory action research, and multi-stakeholder dialogue in various fields of endeavor, such as global network building,
inter-sectoral collaboration, conflict prevention, and democracy building.

Philip currently lives in the United States working as an international consultant and as a professor at at Goshen College, a Mennonite
college in Goshen Indiana. He is in the process of completing his doctoral dissertation at the Fielding Graduate University’s School of Human and
Organizational Systems. He is the founder and senior consultant of D3 Consultants.

His specialty is: public dialogue process design, breakthrough analysis and shift, multiparty negotiation, facilitation and mediation, participatory
decision making systems and consensus-building processes, organizational development and institutional strengthening, Strategic planning
processes, Program evaluation processes, Systems thinking, design and delivery of adult education programs, training for trainers, and more!
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Learning objectives

* Become familiar with concepts and language that explains how
dialogue and taking a dialogic approach contributes to change.

* Explore our understandings of how change happens.

* By identifying & exploring our assumptions and the approaches we take to
contribute to change.

* By exploring the interdependencies between different approaches.

* Experience different elements of process design and explore common
challenges and possible strategies to deal with them.

* Apply the frameworks, concepts and skills to your own working
context to explore their usefulness.
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Agenda

» Day |: Exploring our understanding of dialogue and change

» What is dialogue and why is dialogue increasingly recognized as an important
vehicle for change!

» What assumptions do we hold about how change happens!?
» Day 2: Designing good process
» What are the indicators of success for change processes!?

» What are the different elements a process design should consider?

» What are common challenges faced change processes and what strategies can be
useful to deal with them?

» Day 3: Application
» Flex time for emergent issues and interests

» How can these concepts and tools help me in my current context?
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Promoting a learning environment

Listen with respect and curiosity.

Seek to understand rather than persuade.

Invite and honor diversity of opinions.

Speak from the heart about that which really matters.

Seek depth and honesty while trying to remain as brief as possible.

Take the opportunity to observe and explore your own thoughts and
assumptions that shape how you approach your work.

Raise hand to center us as a group.
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“Dialogic Change Processes”

» Dialogic

» needs an inclusive processes involving actors who come from very
different backgrounds and perspectives (different social worlds)

» Change

» |Its about results — not talk

» Processes

» Involves articulation of multiple pieces or sub-processes occurring
both simultaneously and sequentially.
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Some Fundamentals

» Action Matters...

» Achieving coordination is important for effectiveness

» Thinking Matters...

» Rigorous reflection on our assumptions and thinking ...our “theories of change”

» Relationships Matter...

» Paying attention to the “quality of interactions”

» Process Matters...

» Use of appropriate social tools and approaches for effective process design and
facilitation

All of these (coordinated action, quality of thinking, relationships, and
process) are both INPUTS to achieving change and shifts in these are
important OUTCOMES for sustaining change.

5 Philip Thomas | November 201 |
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Second-loop learning 5 — {E{EIR

A desired change HERITLE
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As we become increasingly more plural and diverse, our challenge is
not to have more communication, but better communication that
allows us to manage meanings and coordinate actions.

» Our stories, experiences, and our way of thinking
condition what we see and how we understand our
realities.

» Our individual vision and knowledge is partial.
» In dialogue we are challenged...
» To examine our own thinking.

» To become curious and inquire about other ways
of seeing and thinking.

» To ask ourselves and others “What am | not
seeing?”
“What do we not yet know...and need to learn?

» To value collective wisdom and collaborative
action

|3 Philip Thomas | November 201 |
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Dialogue = “Remaining in the tension”

» Truth only reveals itself when one gives up all preconceived
ideas. - Shoseki

» The paradox of “letting go” in order to “let come”

» recognizing and embracing what we Don’t know - the partialness of
our own visions.

» Move from the logic of strategic planning based on “Predict and
Control” to one based on “Learn and Adapt”.

» Dialogue asks that we navigate the narrow ridge between holding
to our own perspectives while at the same time remaining
profoundly open to the Other. - Martin Buber

|5 Philip Thomas | November 201 |
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Inquiry

» A complementary skill to advocacy that:
seeks to uncover information about why a particular view is held.
asks questions about underlying assumptions, beliefs & reasoning.
explores:
»- why do you believe this ?
» - what logic leads to this conclusion ?
»- what facts and data do you have !

»- what examples or past experience exists ?

» Supported by an attitude of wanting to understand, explore, learn & expand.

» Not a technique to cross examine people or to find fault.

|6 Philip Thomas | November 201 |
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Debate Dialogue

Assumption: the only solution that Assumption: others must have important
exists is the one that | can see. pieces to this puzzle.

Combative: Collaborative:

seek to prove the other is wrong. seek mutual understanding.

Its about winning Its about finding common ground

Listen to find errors or flaws Listen to understand

Defend assumptions Make explicit, revise and test assumptions
Criticize other’s perspective Examine all perspectives

Defend my perspective against those of |Recognize that other perspectives can enrich

others my own perspective

Look for weaknesses or flaws in Look for strength and value in positions of
positions of others others

Seek results that coincide with my Seek to discover new opportunities and
position possibilities

|7 Philip Thomas | November 201 |
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DELIBERATION - Tough decisions with “Trade-offs”

» Metaphor: Coming home at end of a long and hard day
» Want to rest
» Children remind you of going to movie

» Spouse reminds you of important community meeting that you are
expected to attend

» Boss calls and wants you to come back to office to review last
minute details that are urgent

» Friend call and is in crisis

WHAT DOYOU DO?

|8 Philip Thomas | November 201 |
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Distinct phases

Dialogue

® Bringing together many voices, stories, perspectives

® Shared inquiry, exploration, discovery

® Deep listening that fosters respect and understanding

® Shared meaning-making & co-construction of knowledge

Decision-making
® authority decides
® negotiation

® consensus Deliberation

® vote ® Reasoned argument

® Serious examination of possible solutions
® Careful weighing of tradeoffs

® Reasoned and informed judgm ent

Desired results:
I.  Concrete Agreements
2. Strengthened governance
(strengthening a culture of democratic practices)

20 Philip Thomas | November 201 |
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Dialogue offers response to important
challenges?

The challenge of dealing with complexity
The challenge of coordinating meanings
The challenge of producing innovation
The challenge of enabling deliberation

The challenge of achieving sustainable results

22 Philip Thomas
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Different purposes and results

Relationships

Shared Understanding

Specific Agreements

Does not imply absence of

23

conflict — but constructive
management of conflict that exists

Does not mean absence

of disagreement but shared
understanding of both
agreements and disagreements

Immediate actions within timeframe
of dialogue as well as longer-term
actions that occur after dialogue
Importance of mechanisms for
following up and monitoring
implementation

Philip Thomas | November 201 |
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Dialogue and Negotiation/Mediation: Some differences

The hoped-for product of mediation or negotiation is a concrete agreement.
The aim of dialogue is a changed relationship.

The currency of negotiation is defining and satisfying material interests through
specific jointly agreed arrangements.

The outcome of dialogue is to create new human & political capacities to solve
problems.

Negotiations require parties who are ready to try to reach agreement. Dialogue can
be fruitful by involving parties who are not yet ready for negotiations but do not want
a destructive relationship to continue.

Negotiation deals with goods or rights that can be divided, shared or defined in
tangible ways. Dialogue may change relationships in ways that create new grounds
for mutual respect and collaboration.

- Hal Saunders in A Public Peace Process

24 Philip Thomas | November 201 |
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Where is change necessary?
Dimensions to consider in dialogue processes

Individual

* Leadership styles

*Mental maps — Unexamined
assumptions

*Partial visions / truth

*Attitudes and values

*Competencies in communication,
conflict transformation, dialogue,

Culture

* Patterns of exclusion,
polarization

* Patterns of simplistic and
distorted discourse

* Weak culture of civic
participation

* Clash of different social worlds

Relationships

* Dysfunctional Relationships
* Distrust

* Poor communication

* Misunderstandings

« Competition

* Power asymmetry

Institutions / Structures

* Weak or missing structures or
institutions

* Political Accords, Policies, Laws

* Weak mechanisms, procedures

* Weak systems (information,
decision-making, resource
distribution, security, etc)

* Structural violence

26 Philip Thomas | November 201 |
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Different Levels and Logics of Intervention

Top-Down Approach
* Political Negotiations

Horizontal Capacity

The capacity to move laterally

across sectors and groups : * High profile - Public
SreP H Igh * Low profile — shuttle diplomacy

Level
Vertical Capacity Middle-Out or “Web” Approach
Those with capacity to exercise ’ :Droblem 5°|‘|’i2$ |W°"k5h°P5
influence both at the communit . * Intersectoral dialogue
level and with top level decisiony M Iddle (high profile or low profile)
makers * Sustained dialogue (“critical yeast”)
Community

Citizen Engagement

Bottom-Up Approach

* Workshops to strengthen capacities (leadership and institutions)

* Spaces for public dialogue and deliberation (moving beyond “consultation”)
* Analysis and development of proposals

JP Lederach 27 Philip Thomas | November 201 |
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Transformative Power of Listening and Inquiry
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Transformative Power of Trust
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Transformative Power of Mistrust
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Process Design
General Principles / Core Challenges

Inclusiveness

Guaranteeing the inclusion and participation of all perspectives, including the voices
of those frequently excluded or on the periphery.

Ensuring quality of participation
(information, competencies, clarity of purpose and mandate)

Joint Ownership - Parties own the process

Co-design of process

Legitimacy

Impartial process management (facilitation, managing information, documentation,
communication, logistics)

Clear mechanisms for monitoring and follow-up
Political will
Not only to engage in dialogue, but also to reach agreements and follow through

with implementation

35 Philip Thomas | November 201 |
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Common Challenges in Desigh Stage
(Pre-dialogue)

“Gaining entry”
Who is best situated to initiate contact, conduct assessment, convene
Managing expectation

How to talk about the importance of a process without creating unrealistic
expectations

How to talk concretely about goals and desired results AND at the same time
recognize the inherently open nature of these political processes

Enlisting actors
What to do if key actors are unwilling to participate
Managing timeframes
Representation
Leadership crisis, elite vs broader inclusion and citizen/public engagement
Valuing tangible and intangible outcomes

The challenge of making visible intangible outcomes that often are the most
significant

36 Philip Thomas | November 201 |
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Principle of Co-Design

Benefits:

Creates stronger sense of ownership and responsibility for the process — psychological
dimension

Creates a design that is informed by multiple perspectives and concerns — substantive
dimension

Builds clarity among the actors about the process and its underlying logic —
process dimension

Approaches:

Technical team drafts a proposal based on comprehensive assessment and then
circulates for feedback

Dialogue sponsors host working retreat with key actors with facilitation and technical
support

A design emerges through ‘shuttle diplomacy’ in form a bilateral conversations

Philip Thomas | November 201 |
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Assessment

Understanding Assessment as Intervention — importance of
dialogic approach
Assessment serves several purposes simultaneously:
Full Assessment includes:
Serves the design process by * Mapping of Issues

Eliciting stakeholder participation * Mapping of Actors

Producing key information and insights for shaping ’ |nterest§/needs/concerns
process design * Perceptions
* Connections to others / quality of

Assesses ripeness of conditions for success _ :
relationships

Serves stakeholders and potential participants by *  Willingness to engage
* Power/Means of influence

Establishing shared body of knowledge and understanding . Potential role/contribution

of situation c
: . * Context
Fostering self-reflection in stakeholders .
Helpi h ¢ lationshi * Historical
elping to strengthen or re-frame relationships . Political

e . * Social/Cultural
Serves monitoring and evaluation by

Establishing pattern of rigorous analysis of conditions and
context to support continual monitoring and adaptation

Creating baseline of information and understanding for
eventual evaluation of outcomes

39 Philip Thomas | November 201 |




TR AT

FRAGBE—ENTA—HBZ X FEANERMN
FRFHEERmEZERN

¥ MAESET
=91 %'Jm?%%%‘lﬂ’] 2 i
HIBHEE SN ERTER
P ARG R E

¥ P RE R AT REHISHEE
BEUHENNTLREHE “E’Jﬁcﬁfp
e A mAAFEENEIRE
R EFRB R UL BB R

%I'ET S TR n:HE

RTRVER

I EERERE iﬁﬁ*ﬂ%‘tiﬁihiﬁuﬁﬁfé BHYFFAR
AT BRI AR AY LA

BT IERBMRNE, ERTE

39

SEEMNFTRFHEER

—':‘!'—:E

IR AR

kg I@%%E’Jﬁ& < B

HERERR . E1B

'ﬂ i 1/ &/ E JF)] U
fl

. Eﬁif@)\ﬁ"]ﬁi%/ﬁiﬂ B (%

0 FR
[=[= =]

- IRARIEER
- RNIHE NG
- BENBE/ER

- ESHY
- BUGHY
=& td:t

A ]

‘.n_T+|

Philip Thomas | November 201 |




51 P mERER S

HeEx

SNAT RS B 3552
TETRER IE 52

gA1A].

MR RIBR SRR

2 37 M AR R ERE B R T7 TUIETT?

40

LIl

-

== —
/%\ % E/\] E:ﬂ:lg\ o

Philip Thomas | November 201 |




Engaging Stakeholders

Some tips

Be as well informed as possible about the interviewee by reviewing
prior conversations and consulting available sources of information.

Consider both the content to be covered and the quality of
conversation one hopes to achieve. For example, plan an opening
line of inquiry that will engage the other person in a positive way,
and anticipate difficulties or challenges that may arise.

Reflect on whether one has a preconceived agenda, ideas, biases, or
fears that might get in the way of being open and empathetic in the
conversation.

4| Philip Thomas | November 201 |




51 3% 7z tHEA & B 2 EE

IINBSER
RURRBIE A BERR AR . 22 B RENENE =R

35%%J€HEHAHZ/LZE§E/] NE L ErhamE. BT LAZ
e Elas —EeRe S| IE A RS BRI IA R IR TU ]

i @%Ea?ﬁi@ A7 BE A A ZE L HREK .

BENHETOALABINER. B%. RERD
. 15 LA AT AL R oA A HO B AL R I

=1

=t o

Illn

dlinl

4| Philip Thomas | November 201 |




Pl B & TR

| RE  |BERE REANER/ B i)/ VE TRNRG
THEE = FoEERe | EERGME | HIERE| ANAX | EEE
= HiZE VA A B A B
=)= < ¥¥
4) Philip Thomas | November 201 |




Assessment: Engaging the actors in
conversation

Principle of Assessment as Intervention — importance of dialogic approach
Sample of interview topics / questions

Cost/Benefit of engaging in a dialogue process
What would you stand to gain by participating in such a process? What would you risk losing?
What do you stand to gain by NOT participating in such a process! What do you risk losing?

Identify the conditions necessary for engagement

If you were to participate in a dialogue process to deal with this issue, what would you need to make it worth
your effort?

Identify other stakeholders
Who else do you think would need to be involved in this process in order for it to succeed?
Who else should we talk to?

Identify the scope of the issue(s)

If a process were designed to deal with this issue, what other issues do you think must also be addressed in this
process!?

What are the issues that should not be addressed or that you would be unwilling to address in the process!?

Identify expectation
If this process was ultimately successful by your standards, what would it look like to you?

What is the most likely scenario if the situation continues as it is without significant change in how people are
acting!?
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Communication strategy

Procedures for official documentation of the dialogue process
and its outcomes

A plan for bringing constituents and/or public along with the
process.

Guidelines on how representatives participating in the dialogue
will interact with their constituents.

An approach to setting expectations for the flow of information
about dialogue events.

Guidelines on communication with public media.
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On Timeframes
Planned times will differ from actual times
There will be a tension between times pressures and achieving the
results desired
To ensure that participants remain engaged throughout the process, it
can be useful to talk about time in terms of stages or phases

In determining times, take into account the law of diminishing returns

The dialogue process should have a clearly established end point
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Exploratory Pre- Dialogue Monitoring &
Mission Dialogue Process Follow-up

Exploratory Mission

Full Assessment includes:
Assessment of current situation — taking the *  Mapping of Issues
pulse . Mapplng of Actors
Interests/needs/concerns
* Perceptions
¢ Connections to others / quality
Develop initial mapping of actors and issues of relationships
*  Willingness to engage
* Power/Means of influence

Listen to the experiences and perspectives of
the different actors-sectors

Explore ripeness of current conditions for

lalleguz * Potential role/contribution
Detect opportunities for possible support ° Context

* Historical

* Political

* Social/Cultural
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Exploratory Pre-
Mission Dialogue

Monitoring &

Dialogue Process Follow-up

Pre-dialogue (Co-Design)

Objectives Facilitated process of co-

design requires defining the

Preparation:

J/ . o
“*Develop a design that is * Establish technical secretariat

perceived as legitimate and
credible by all parties
involved

“*Ensure all parties jointly own
the process

Depends on ...

* Active participation in the
construction of the
process design

* Ground rules
* Who Convenes
* Who facilitates

following:

Purpose / Obijectives

Selection of participants

Issues and Agenda

Roles

* Facilitation

* Technical support
(Secretariat)

* The media

Information & communication

systems

Logistics

Timeframes

Resources

48

Documents process and
maintains constant
communication with the
participants

Prepares technical inputs
Manages logistics
Administrative tasks

* Adpvisor in process methodologies
and techniques

* Capacity building

* Establish budget and mobilize
resources
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Monitoring &
Follow-up

EXIBII oratory Pre-Dialogue Dialogue Process
ission

Dialogue Process

DIALOGUE PROCESS

(Working separately within each group
as needed at the beginning and throughout the process)

INTRA INTRA INTRA
Group Process Group Process Group Process
< Preparation < Preparation < Preparation
< Capacity-bullding 4 Capacity-buliding 4 Capacity-buliding
< Dlalogue < Dilalogue < Dlalogue

INTER-Group Process

Formal (Official) or Informal (Extra official)

Event 3

X Communication & Communication & > - Communication &
Information Mgt Information Mgt~ « Information Mgt

(Work of design / project management team)

Ongoing Assessment < Montoring & Evaluation work with emphasis on "LEARNING & ADAPTING"™

Dialogue
EVYENT

Dialogue
EVENT

Horizontal

Communication

Cross-level
Communication

T
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Communication
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Exploratory
Mission

Monitoring &

Pre-Dialogue Dialogue Process Follow-up

Monitoring & Follow-up

“* Agree to indicators to establish baseline and permit
ongoing monitoring

“* Agree to mechanisms for accountability
“* Guarantee technical, financial and legal resources

“* Agree to mechanisms to use if problems are encountered
along the way and agreements are not implemented

50
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