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Assignment Eight. Leading a Participatory Teambuilding Workshop: Forming a Village Committee

Part 1

I started preparing for the workshop a week in advance because I realize that I didn't have all the materials that I needed (like paper and markers and a stand to hold the paper) and that I needed to develop some materials like a how-to card to give to the participants, and also I wanted to make a few simple posters to illustrate some of the ideas that were going to discuss in a workshop.

I also needed to find three colleagues that would be willing to help me facilitate the workshop, support me during the workshop, and to prepare some snacks and a luncheon.

Part 2

I've given a lot of workshops but I'm really glad that I had my lesson plan. It helped me to get started and when little things came up that threw me off track it helped get me back on track.

I tried to be as inclusive as I could in order to make the community part of the process.

My main concern at the beginning of the workshop was that the information that I was presenting would be too complex. But it worked out fine, the participants were receptive, they contributed wonderful ideas and useful information, and seemed to understand the information that we exchanged. 

My colleagues and I took photographs and in the process of taking them we looked at them on the back of the camera to make sure that they were of good quality, they were in focus, and that we had a variety of different kinds of photographs.

I took notes on my lesson plan of things that were going well—and the things that I could improve the next time—and I also kept track of how long each of the exercises took for future reference. 
In the end, the six-hour workshop only took four hours—and so we were able to conclude it with a celebratory lunch.

The next day the team and I got together and reviewed the workshop and made notes that would help us to a better job the next time we give it. 
We all felt that the lesson plans from the handbook were very well done and we didn't really have too many improvements that we would recommend. 
Results of the workshop.

Over the past six months I've been working with eight community contacts -- two from each of the four villages that the project is centered around. Each one of the pair of village contacts came up with a shortlist of between two and four people who they would recommend participating in this workshop on setting up a Village Agricultural Committee to help steer the implementation of the upcoming project which has two agricultural components:
1. Farmer Soil Conservation and Water Conservation and Management Program

2. Farmer Extension Program
We had 21 people attend the workshop. We discussed the importance of having this committee, had a brief overview of the responsibility that committee members would have and the skills that they would need specific to a Village Agricultural Committee. We also discussed in a step-by-step process (using the Village Forestry Training Manual lesson plan that I adapted to work well with my project) how committees are formed, how they're structured, how committee members are chosen, and a little bit about the development of the structure of the committee and the development of goals, and an implementation plan.
We discussed how many people would be an ideal number to have on the committee, the roles they would play, and what qualities members should have. We then discussed traditional committee member selection methods.

I proposed the idea of initially setting up a six-month interim committee who could do this development—and then either be reelected after six months or be replaced.

The workshop participants thought this was a good idea—since they didn't have experience in setting up nor running a committee—they felt it would be good idea to have six months or so of experience in seeing what was involved and also seeing how their initial selection of people worked out before they made a longer-term commitment.

The participants felt that nine people would be a good number for the interim committee—two from each village—and a ninth person who would be a facilitator and would also provide an odd number so that the committee wouldn't suffer from a tied vote.
I also suggested that we should make sure that 50% of the eight committee members should be women and that the committee should also recognize marginalized groups within the community.

Seven of the workshop participants felt that there was too much responsibility in the committee and were hesitant to join. So we needed to choose nine people out of the 14 remaining. This turned out to be easier than we thought since only six women attended the workshop and only a few people representative of marginalized groups attended—this quickly identified six of the eight possible members; and so we really only needed to choose two more people plus the facilitator from the remaining eight people. There was one highly respected elder in the workshop that everyone felt would be a great facilitator, there was another individual who had strong leadership capabilities that everyone unanimously we thought would be a good committee president. And then there was one relatively young man who had received a university degree in agriculture and everyone felt that he would be a good contribution to the committee. 

In the end no vote was necessary—and everyone seems satisfied with the result.
The committee decided to meet every two weeks prior to project launch—and invited the NGO’s project manager to attend the meetings so that they would be able learn more about how one goes about developing a committee, setting goals, and identifying training needs. An initial date was set for the first meeting in one week's time.
Before the meeting adjourned, I provided the new committee a full list of project activities that we would soon launch, and asked them, as their first task, to make a list of the activities that community members would like to do are on their own, or in conjunction with NGO field staff as part of their partner contribution to the project. I asked that they finish this at their first meeting next week.

We all agreed that the workshop was a success.
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