Heron’s Facilitator Modes and Dimensions Applied to Very Large Group Presentations
Heron’s modes and dimensions logically consider how much control the facilitator has of the group work and when it is possible to handover in a learner centred way. Heron reminds the facilitator to think about which mode they should be in for each of the 6 domains. For example a group may be autonomous in planning and values but the facilitator needs to hierarchically confront what they are doing and cooperatively ensure each participant takes their own meaning from the work. In this table the use of Heron in large group work is summarised.
	
	FOR A VERY LARGE GROUP (50+) THIS IS WHAT YOU SHOULD DO
	FOR A VERY LARGE GROUP, YOU MIGHT BE ABLE TO DO SOME OF THIS
	FOR A VERY LARGE GROUP, MOST OF THIS MIGHT BE DIFFICULT TO ACHIEVE OR IS INAPPROPRIATE

	HERON’S MODES AND DIMENSIONS
	IN A HIERARCHICHAL GROUP facilitator does it for the group
	IN A CO-OPERATIVE GROUP

Facilitator does it with the group
	IN AN AUTONOMOUS GROUP

Facilitator hands it over to the group 

	PLANNING   

To do with the Programme and learning objectives: also includes Assessment and the Evaluation of Course/Facilitator.

Dilemma: ‘Need to guide people to freedom’.
	· You plan the whole programme, including:

       Time, Topics, Resources and Methods

· May consult group but not negotiate.

For large group presentations, we need to be much more in control of the planning.
	· You negotiate and co-ordinate the learning contract.

· You may present your programme and ask for their views or ….

· May ask the group to provide a programme for discussion.

We should try and do some of these things with large groups.
	· You delegate to the group.

· You might operate as a peer, or a facilitator or even NOT AT ALL if they ask you to leave.
N.B. The dilemma: ‘Need to guide people to freedom’.

It’s rarely appropriate to delegate all the planning to a large group.

	MEANING                 

To do with making sense of, and understanding what’s going on in the learning group, in the three areas of: 1) The task, 2) The process of the group, 3) The learning process
	· You input the theory i.e. the concepts & images

· You interpret, and

· You assess what’s going on

For large groups, there needs to be clear tasks and learning outcomes.
	· You ask neutral open questions to stimulate the group e.g.:

· ‘What is happening now?’

· You describe events without interpretation

· You collaborate and negotiate an assessment

For large groups, it should be possible to create a cooperative process that allows individuals to take the relevant meaning for their needs.   
	· You allow members of the group to reflect and reach understanding themselves.

· May delegate the facilitative process to a group member.

For large groups, it is difficult to get clarity of meaning as they are likely to struggle to negotiate tasks and can get lost in a confused process.

	CONFRONTING   

Raising awareness about blocks to learning in the group; but neither to ‘pussyfoot’ nor ‘sledgehammer’.

· Anxieties, ignorance, limited learning objectives, cultural oppression, ‘Easy Street’

· The issue being avoided, the behaviour to do this and the source of the behaviour

‘Tell the truth with love and not moralistic judgment, oppression or nagging’. 
	· You interrupt things and interpret for the group

· You might describe the block to the group

How much confronting is appropriate in a large group setting?  Perhaps our priority is to create a safe environment for all to learn.
	· You ask for views from group on their avoidance of:  Issue, Behaviour and the Source

· You might describe the events (what’s happened/going on).

We need to be extra aware of the uncertainties and anxieties in a large group and be prepared to take a step back.
	· You provide a safe, supporting and trusting environment to allow the group to confront for itself.

· You might delegate the confronting role to a specific person e.g.to be the ‘devil’s advocate’.

If we allow too much autonomy in a large group, there is danger of chaos, the formation of cliques and possible bullying.

	FEELING               

The management of feelings i.e. the emotional life of the group.

You aim to identify negative emotional processes, interrupt them and change to positive emotional process.

By acknowledging that positive and negative are always present you are concerned with getting the balance right.
	· You decide how the group will manage feelings; you think for the group and decide on action e.g. switching dynamics with games, exercises, ceremonies for opening and closing.

· You give permission for catharsis.

It can be risky to allow too much emotional dynamic in large groups – only because it may be difficult to control.
	· You work with the group on different ways of managing feeling.

· E.g. by getting the view of the members and then negotiating changes, new methods etc.

· You may work 1 : 1 with a member rather like a counsellor.

There are ways of being available to all members to try and support any emotional issues.
	· You give the group space to manage its own feeling.

e.g. by working in pairs/trios.

· You may delegate this to a member in turn.

It may be possible to organize smaller peer support groups within the larger group.



	STRUCTURING   

To do with structuring of learning experiences:

The environment and methods, and the supervision of these.

This is the ‘here and now’ part of planning a course, i.e. details of the course design.
	· You take responsibility for design and supervision of exercises.

· This relates to the active management of the learning, rather than the planning.

· You set the ground rules, purpose of exercise review them yourself.
A key for large groups is to “get this bit right”.  Be organized!
	· You co-operate with the group on ground rules, exercises and review of things.
· You use a range of skills here akin to counselling and consulting.

If it is a regular large group it is still possible to work with the group to get the structuring right.  But still ensure this is organized!
	· You give space to the group to devise and manage its own learning.
· You delegate design, choice and review to the group.

· You may become a peer member or even leave the group.

If it is a regular large group, in time the group may take over a lot of the structuring.   But have a back-up plan and insist that autonomy also means responsibility.

	VALUING                 

To do with creating a climate of respect for people.

Members feel valued and honoured.
	· Your actions and commitment to valuing people direct the group.
· You decide ground rules that support this, and have positive regard for people.

· You are actively charismatic i.e. exhibit ‘distress-free’ authority.

· Very important in early stages of a group.

Role model the climate you wish and walk the talk. You may need to suggest initial group rules for example
	· You collaborate with members as they develop, respecting self-determination.

· You give the choice of doing something or not.

· You collaborate with the group to create a favourable climate.
· By co-operating with the other 5 dimensions, you are valuing people.

If you get it right all may subscribe to a large group culture but you will need to work hard and often revisit hierarchy
	· You create space for the group to exercise autonomy and self-determination.

· You may delegate facilitation to a member.

· Make self-disclosures about your beliefs, attitudes, feelings, anxieties and delights, leaving the group to see for themselves the way you embody compassion, respect, humility and love.

And if a large group works effectively with shared values and mutual respect – well done – all the other bits are probably in order
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