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Introduction
Group work, workshops and communities of practice can be effective tools for knowledge sharing but they can be made more effective if members and facilitators have the appropriate skills and make use of helpful techniques. 

This event was organised to provide members and facilitators of groups, networks and communities of practice within local government in Scotland with tools and techniques useful for situations where groups of people need to share what they know.  As well as being advertised on the IS website, an invitation to the event was extended to the communities of practice that are supported on the IS website, via these communities’ facilitators.  Further invitations were extended to people involved with the IS’s innovation exchange projects, where it was known that inter-organisational collaboration was required. 

The day was focused on helping participants to understand what issues are faced by groups working together.  Using the specific techniques and strategies to investigate and highlight the issues enabled participants to take practical experience away to use in their groups to promote more effective collaboration.  It was also intended that the day would provide a useful networking opportunity, and that participants would be able to offer each other useful peer assistance in the future.

Structure of the day

The day was organised around 4 structured sessions and 2 presentations; special thanks to Simon Puttock (Energy Group, Scottish Enterprise) and Juliette Mitchell and Chris Donaldson (Forth Valley GIS) for sharing their experiences of working with groups.

Each structured exercise was included so that the participants could have first hand experience of a number of practical knowledge sharing tools and techniques that they could usefully apply when working with their groups in the future.  The sessions were all designed to help ensure that no one person or faction dominated the day, with everyone having an equal opportunity to share their experience or thoughts.  
This document provides a description of the structure of each session, and a short summary of the accumulated data is presented alongside the description of each session.  All output (i.e. post-its) from the structured sessions can be found in the appendix.  Except for the knowledge market session, all contributions were anonymous.  Except for the after action review session, all responses were clustered by one or two people, and then validated by a second pair or individual.   Participants were free to view and review their work throughout the day, as all activities were left on the wall after completion.
Structured session 1 - “Hopes and fears”
This exercise was designed to help people to make explicit any expectations or pre-conceptions they might have had about the day.  The facilitators could then use these expected outcomes to help shape the day, and use it as part of the feedback/evaluation process.  Participants could make clear what they wanted and didn’t want, and could see if other people felt the same way.

Participants were given 5 minutes to write what they hoped they would get out of the day’s sessions on one colour post-it, and what they hoped would not happen during the day on different-coloured post-its.  There was no limit on how many of each each participant wrote, but they were asked to write at least two.  

Common themes: Hopes - general consensus seemed to be that people hoped that the event would give them pointers, skills and contact with other people who could help.  Fears – people were concerned that the day wouldn’t provide them with anything useful or that they wouldn’t feel comfortable participating.
Structured session 2 – “Storytelling: the highs and lows of working in a group”

This exercise was designed to help participants to understand and highlight issues that people face when working in groups.  It was hoped that this would help people to realise common issues, perhaps volunteering some practical suggestions for solutions, helping the participants to build rapport.
The group was split into two, and each group was assigned a scribe.   Each person had 2 minutes to describe the highs and lows of working with a particular network or group of people, and the scribe wrote each issue on a separate post-it.  
Common themes: technical issues (e.g. data sharing; community website); communication issues (e.g. making sure the correct message gets through to the right stakeholders; knowing who the stakeholders are in the first place); participation issues (e.g. middle managers give lip service but no practical support; people don’t have the time to contribute, as it’s seen as additional to their day job); expectations (e.g. conflicting goals); benefits (e.g. new friends; pleasure of working with a successful group; shared achievements)
Structured session 3 – “Knowledge market/supply and demand”

This session was designed to 1) help participants think about the skills that are needed to address/overcome/promote some of the issues that were identified in session 2, and 2) work out who in the group had the knowledge or skills thus identified, who might therefore be amenable to sharing this.  

First, everyone was given 5 minutes to write what they thought would be useful skills or capabilities that could address some of the problems that groups and individuals face when trying to get something done.  Then, participants were encouraged to think about their own skills, knowledge and experience, and write these on post-its, annotated with their names.
Common themes, demand: a lot of personal attributes (e.g. tenacity, enthusiasm, courage, patience); interpersonal skills (e.g. negotiation, motivation, moderation, mediation, networking and leadership skills); organisational skills (e.g. fundraising, writing policy, knowing the politics/movers and shakers); technical knowhow.
Common themes, supply: there was a good spread of available skills within the group, covering most of the main themes brought out through the demand exercise.  For example, the demand for various technical aspects was met by a number of participants; demands for motivating, networking and connecting people, for knowledge and experience of identifying and delivering training, for producing quality supporting documentation, and so on, were also met by people attending the event.  Those present indicated that they would be willing to provide this support to other participants in the future; consequently the data for this section has participants names associated with the skills and experience detailed.  All participants were furnished with a delegate list which included a contact telephone number and email address so that they could contact each other for further support.. 
Structured session 4 – “After action review”

Participants were asked to write post its and stick them to three sheets, entitled “What actually happened?”  “What went well?” and “What could be improved?”

This was to give them an opportunity to practice use of this technique so that they could then use it with their own groups.  It also provided constructive and immediate feedback which could be compared with the data from the “hopes and fears” exercise.
Summary
Overall, participants were very positive about the day, having enjoyed the presentations, learnt new techniques and tools for working with groups, and picked up useful practice from hearing others’ experiences.  It was felt that provision of more pre-event information would have been helpful. They felt that the exercises had followed a natural progression and had taken place in a welcoming and non-threatening environment where everyone was able to contribute equally.  The exercises were useful, but future sessions might try to minimise the use of so many post-its!  Participants felt they would have liked more time to share experience with each other.  

Where to next?

Participants indicated that they would be interested in future events, for themselves, and for their colleagues. Future events will take into consideration the feedback received for this session and will focus on:

· User experience from members of communities
· Technical hints, e.g. how to engage community members online

· Different tools and techniques (fewer post-its if possible)  

· Evaluation tools (e.g. spider diagram)

· Separate breakout rooms

· More time for exercises and group work

Appendix – data 

These are transcripts of the actual post-its as written by the participants and stuck onto the brown paper on the walls of the meeting room.  They have not been edited, and none have been omitted.
Hopes for the event
· Share experience

· Share with others the experience of what worked and what didn’t
· Discuss with others what they have done – positive what works and what doesn’t

· To find a starting point for potential joint working with A.N. Other authority

· Get info on how to build a community of practice

· To improve my skills for working with community groups
· Learn more about communities from this group
· Gain ideas on how to make communities more effective

· Improve talking skills
· Information on what other groups/communities can do

· Gain new ideas to support the group

· Gain knowledge of techniques

· Web sharing of activities

· To find out more about what happens in other areas

· Useful skills to take away

· Pointers for improving current setup

· Tips for improving

· Identify training needs

· Improved knowledge of best practice

· Ideas for encouraging best practice

· Useful tricks and techniques

· How to evaluate involvement

· Support systems/people to support when groups have difficulties and lack of joint working
· Dealing with the uninterested community members

· Ideas for bringing together wide range of groups/organisations with differing starting points or objectives

· Help me get the best from others
· Help the group with some of the Scottish enterprise experience

· Positive experience

· Promotion of good reflective practice across organisations

· Sources of support and development

· Identify any offers of help from others outside the meeting

Fears for the event
· The unknown

· Confidence loss

· Critical

· Not having positive things to take away

· Embarrassing

· Sit quiet

· Too high expectations of those in communities

· Be a bit “fluffy”

· No outcomes

· Lack of knowledge/expertise

· Danger of going over the same things again

· Worry that I won’t have as much experience to offer as others
Story telling – the highs and lows of working in a group
· Central publishing is a barrier to participation

· Confusion as to how to formally share information

· High point was the creation of the product/service

· People need a mechanism to share

· Frustration of technical constraints of different organisations

· The group needs a platform that helps to reduce inequalities between them

· Data sharing protocols – how to come to common ground?

· Communication can be difficult

· Keeping everyone in the loop can be difficult

· Informal sharing can be good and problem-free compared to formal sharing

· Communications not always good

· Don’t know if middle managers get the message to participate

· People don’t have time to share

· Lack of awareness of the project

· Occasional meetings provide a necessary social function when they know each other
· Problem identifying the community

· Just getting to grips with who the community is and what the issues are

· Frustration/lack of commitment

· Difficult getting everyone together

· Difficult to get people to focus on something that isn’t their day job

· Difficult getting people to share across organisational boundaries

· Getting buy-in from all stakeholders

· Launch of technology is a high, followed by low use

· Buy-in from senior and operational managers but not middle managers

· People WANT the outcome but don’t want to work/lead to achieve it

· Disengagement from middle managers when it gets challenging

· Conflicting egos – finding the right people to level out the egos

· Trying to sell the “it’s not about the money” concept of “changing hearts and minds”

· Disaster using open university tech space because people didn’t know each other

· When senior people delegate attendance at meetings, the delegated people don’t always have decision-making authority

· Lack  of support from staff in organisation higher up

· Frustration of seeing some things work in one area but not in another

· Conflicting goals within your own organisation

· Different expectations

· Community members want different things – how can we evaluate/accommodate this?

· How can you get people back into the community once their experience of membership has been negative?

· Different groups involved have different perceptions of each other

· Conflicting ideas – go it alone pr do it together?

· Support for group not good

· Middle managers give nodding support but this doesn’t translate to outcomes

· Even when everything has been “agreed” (protocols, expected outcomes, etc), it doesn’t produce the expected outcomes

· Frustration from other members who want project to succeed  

· People didn’t stick to deadlines

· Getting funding
· Obtaining quality time together 

· Sometimes there were problems with over-reliance on one person  - if they were off sick or on leave, things ground to a halt

· Lots of highs and lots of lows

· Membership of the group encouraged networking

· Built momentum for change

· More active work with individuals lead to results

· Passion

· Great team

· Support within group was good

· Group has been established a long time so the trust is there

· Positive environment for sharing

· Opportunity to make a difference – and positively affect lots of others
· Colleagues became friends

Demand

· Tenacity/thick skin

· Listening

· Patience

· Organisational skills

· Passion

· Power of persuasion

· Good listening skills

· Negotiation skills

· Motivating others

· Diplomacy (to manage conflicts)

· Enthusiasm and willingness

· Enthusiasm

· Positive relationships with senior management

· Knowledge and understanding of roles of other members (in their day job)

· Confidence

· Pro-active communications

· Re-active communications

· Courage of your convictions

· Altruism

· Networking skills

· Good networking skills

· Good listening skills

· One to one relationships (facilitator to user)

· Good general background knowledge of the issues

· Organisation skills

· Fundraising experience

· Leadership skills

· Managing change
· Positive approach to change and supporting others who don’t have this

· Remove fear of admitting mistakes

· Techniques to achieve meaningful collaborative gain

· Name badges

· Skills in making the business case

· Manage expectations

· Co-ordinating
· Training skills/skills in negotiating training contracts

· Moderation skills

· Mediation skills

· Committed to social inclusion as value base

· Training needs analysis

· Clear purpose

· Clear understanding of community goals and aims

· Good general background knowledge of what others do

· Clear aims and objectives

· Resolving senior (chief exec level_) conflicts, dealing with egos

· High level buy-in to CoP way of thinking

· Clear common goal for community

· Ability to take the long view

· Facilitate discussion to share experiences

· Writing strategy, policy and procedure documents

· Knowledge of meeting venues: cost, capacity, ambience, facilities

· Frequency of meetings

· Accurate/full minutes (to aid memory)

· Roles at meetings

· Role within the community

· Ability to look beyond the immediate horizon

· Funding knowledge/experience/know where to source information

· Key contacts list made public to community

· Awareness of technology available

· Relationships with it/technical staff

· Unlocking IT provider contracts

· Technology-led approach

· Training in managing internet site

· Effective mechanisms for efficient multi-agency communications (knowledge systems)

· Technical/it experience

· Email communication between members

· IT department that knows that the 20th century is over!

· Knowledge of access databases

· Data sharing platform and website

· Information on good community portal (ICT)

· Access to technology that is inclusive

· IT skills

· Funding knowledge

· Who are the members of the group?

· Knowledge of management structures

· Knowing/being a connector of people/groups

· Knowledge of producing accessible and easy-to-read information

· Knowledge of communications channels available

· Remove fear of admitting mistakes

Supply

· Facilitation skills – Laura

· Experience and knowledge in training – planning and delivering and Powerpoint (no name)
· Member of many networks and know lots of people - John

· Social work contacts and knowledge – Ruth
· Partnership development toolkits – Gary

· Getting people involved – Juliette

· Customer service – Chris

· Communication/consultation with people with learning difficulties – Ruth

· Knowledge of national context in health information – Laura

· Existing “community” contacts – Brenda

· Awareness of value of developing inter-personal links and relationships – Iain

· Basic web admin – Chris

· IT awareness – Chris

· Previous communication experiences +ve and –ve – Brenda

· Producing policy and project documents – Ruth

· Producing accessible information – Ruth

· Experience and knowledge  - Training – planning, delivering and Powerpoint – Ruth

· Collaborative working experience – John

· Event planning – Laura

· Specialist knowledge/experience – Brenda

· Done it before – got it wrong, and got it right! – Iain

· Feedback questionnaires – Juliette

· Operational knowledge – Jayne

· IT and web savvy – know a lot about internet collaborative tools – Tessa

· Organising and minuting meetings – Lesley

· Organisational skills – Jayne

· I know a little about a lot – and a lot of people who know a lot more than I do, who are willing to share – Tessa

· Self-taught (but reasonably competent) IT skills (hardware and software) – John

· Integral part of job – Iain

· Knowledge and experience of methodologies for setting outcomes, objectives, actions and measures – Gary

· Facilitation skills knowledge – Gary

· I make connections – between ideas, concepts, people and technology – Tessa

· Chairing and organising meetings – John

· Good at engaging with people – Siobhan

· IT skills – Siobhan

· Research/writing skills – Lesley
· Set up online community – Juliette

· Overview of key local government contacts – Lesley 
What actually happened?
· Took part in exercises that could be usefully applied back at the ranch

· Presented useful case study Scottish Enterprise

· Friendly group

· Parking nightmare

· Found out techniques and new ways of working with groups

· Positive atmosphere for all to communicate

· Want to go and look up more info

· Relaxed atmosphere

· Got some useful tips

· Picked up on a few tips/ideas

· Will recommend further workshops to my team

· Learnt the next step forward for my community

· Found out about tools available

· A bit of reinforcing the obvious – not necessarily bad!

· Good tips and tricks from other examples

· Picked up useful hints and tips

· Good range of buffet food

· Good sharing atmosphere

· Opened ideas to new ways of thinking

What worked well?

· V good am presentation

· Post-It exercises throughout – gives confidence for use

· Very good presentations

· Everyone able to contribute equally

· Networking with others

· Actual practical examples of how to engage group

· Interaction kept people interested

· Exercises

· Useful to hear other experiences

· Learning others’ approaches – pitfalls ‘n’ all

· Buffet very nice and plenty of coffee, water

· Sharing – great to hear how/what others were doing!
· Good balance of group work/presentations. Overall – very interesting

· Morning presentation

· Nice to hear that others share my difficulties and challenges

· Hearing practical experiences from other communities

· Format

· Smaller group discussions were more productive

· Exercises and activities were better than the presentations

· Natural progression of post-it note activities

· It was good to share experiences and find out more from other people

· Sharing experiences

· Ordered well – thought processes

· Relaxed atmosphere

What could be improved?
· Another event please – action learning steps perhaps
· Room ok but a bit bleak

· Would like to hear more about engaging community members online

· Longer to share experiences within group

· Wider variety of learning methods

· Maybe hear from the MEMBER of a community – user experience

· More/better pre-event info: agenda, map, parking….

· Chairs very uncomfortable

· Venue – I found it hard to hear with 2 groups in one room – break out room would have made it much easier

· Too many post-its

· Note of workshop and presentations and exercises on IS website ASAP

· Exercise and progressions made available on handouts at session

· Could be some additional work on the technical side of the CoP

· Could it have been done in half a day?

· Supply/demand exercise

· Could have done with more time to do group work and talk to each other
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