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CHAPTER ONE

THAT WAS THEN, BUT THIS IS NOW

The Past, Present, and Future
of Large Group Methods

e opened the local paper to rcad in the headlines that the Federal Avi-
Wation Administration (+AA) had announced a decision to limit the
number of planes using the I't. Lauderdale Airport because of the high air-
port congestion and resuliing delays in landings and takeoffs. This decision
also involved using tiwo secondary runways that, up to that time, had been
mostly quiet. The mayor of the county was quoted as saying that the move
came as a carnpiete surprise and that the noise implications for several neigh-
borhoods Lad not been considered. Activists and neighborhood spokesper-
sons also commented negatively. In short, the FAA treated the airport and
airline companies as though they were the system, without taking into consider-
ation all the people whom the decision affected: neighbors and property own-
ers, county officials, citizens concerned about ecology, and others who might
be affected by the decision and thus were stakeholders.

This handbook 1s about methods for involving stakeholders in decisions
about any system change. Certainly, had the FAA used one of the methods
presented in this book and involved key stakeholders in the decision-making
process, it might have taken a bit longer to present a new plan for the It. Laud-
erdale Airport. But we believe they would have been far more effective in im-
plementing the changes they wanted to make.
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The idea that change must involve the whole system has been growing
in currency over the last forty years. The practice of family therapy, for ex-
ample, developed as therapists got clear that treating only the child was much
less effective than dealing with the whole system that participates in the illness.
In the same way, organizations have often focused on individuals or groups as
“the problem” when, in fact, the problem was system-created.

Not surprisingly, systems theory has been around longer than good prac-
tice. Katz and Kahn (1966) published the first edition of their seminal book
on organizations as systems— 7 /e Soctal Psychology of Organizations—in 1966.
To be sure, some change practitioners, particularly those whose practice 1is
based in Gestalt theory or the Tavistock organizations-as-systems (Miller and
Rice, 1967) work, have always worked with the whole system. The ability to
implement these ideas, however, was limited by the lack of methods to bring
all the stakeholders together to do the work of change’ Until the 1980s, most
problem-oriented consulting focused on individuzi: _rnterpersonal issues, group
functioning (team effectiveness), and inter-uriit productivity. At the same time,
change processes led by top managemeni that affected the direction of the
whole organization usually occurred 2s a waterfall process: the plan or strat-
egy began at the top and slowly cascaced down the organization hierarchy. By
the time it reached the floor of the organization, a rather watered-down ver-
sion usually remained, and ranici time had elapsed.

One of the most intercsing breakthroughs in organizational development
(OD) history occurred iii-the 1980s and 1990s. OD practitioners, working with
systemic problems in ¢rganizations, developed methods for bringing together
“the system”—alihie concerned parties or “stakeholders”—in one place to
make decisions about the issues facing them (Weisbord, 1987). The idea that
when we are working with a systemic issue we need to draw the boundaries of
the system fo include affected stakeholders is more recent than notions of simply
working with the whole system to bring about effective and sustainable change.
We believe that this expansion of our understanding of how to decide what,
exactly, constitutes the system developed (in consulting) simultaneously with
the development of the Large Group Methods that make doing this kind of
work possible.

The history of the development of these methods can be understood in
three periods: (1) invention and early development (1980s to 1993), (2) adop-
tion of the new methods (1993 to 1997), and (3) diffusion, experimentation,
and the embedding of these methods (1997 to the present).
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Invention and Early Development of Large Group Methods

Three precursors made the invention of Large Group Methods possible in the
mid-1980s. The precursors were theory and practice developments in un-
derstanding organizational change that began in the 1950s. Large Group
Methods could not have developed without these three strands, which we dis-
cuss in the next sections.

Change in Systems

The first strand was the emphasis on systems in the oirganizational work of
Eric Trist and Fred Emery in the 1950s that developed from their study of new
technology that was introduced into the British ¢oal-mining industry. Their
theory of sociotechnical systems showed how-changes in technology can dis-
rupt system functioning, even when whaiis eing introduced is a more effi-
cient technology. In their study, the new teennology disrupted established and
valued social relationships at work.The dissatisfaction caused by this disrup-
tion resulted in a loss of productiviv: They proposed a theory that requires at-
tention to the fit of the techiclogical and the social system for the best
productivity (Emery and "Frist, 1960). Their work helped practitioners under-
stand that change in one part of the system (technology improvements) can
affect the rest of thecystem (who people work with), and this leads to unan-
ticipated effects “Thus sustainable change requires attention to the whole sys-
tem and systeraic intervention.

The work of Trist and Emery in Britain was followed a decade later in the
United States by the work of Katz and Kahn (1978), which we mentioned ear-
lier. Katz and Kahn’s work had a big impact on the field of organizational be-
havior, where their book became a standard text. Because this was a period in
history when many consultants were also university professors in organizational
and social psychology, the ideas were available in the practice of consulting.

Focus on the Future

The second precursor was a shift from focusing on solving organizational prob-
lems that are rooted in the past to focusing on the future and its potential. This
occurred in both North America and Great Britain. In the United States, Herb
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Shepard—a creative early OD practitioner—began working with individu-
als in the late 1960s in “life planning,” that is, doing experiential exercises in
which people created their own desired futures. He found that “futuring” cre-
ated positive energy for change at the individual level.

About the same time, Ronald Lippitt, at the University of Michigan, no-
ticed in his problem-solving work with organizational clients that dealing with
problems drains energy. In contrast, he discovered that when you ask people to
invent a future they would prefer and enjoy, energy is created in the people doing
the planning. Lippitt began consulting with many cities in Michigan that were
being devastated by the closing of automobile plants. He brought city stake-
holders together in large group meetings—up to three thousand in one town—
to create and plan their new future. The effects of this workof focusing on the
future are reported in Choosing the Future You Prefer (Lippic;. 1980). It is interest-
ing that this work, which, we see in retrospect, was'clzarly groundbreaking,
was viewed by many practitioners at the time 2s.2 kind of curiosity. Those
were the days of the growth of team-buildirig arid problem-solving methods,
and many practitioners had practices in whick this was their major business.

In the United Kingdom, emphasisaa fthe future developed when Eric Trist
ran a conference with Fred Emery; svérking with the merger of two aerospace
engineering organizations in the early 1960s. They asked the two merging
companies to consider whatuad of company they wanted to become in the
future. This process of searciiing for a desired future eventually became the
Search Conference——a method that Ired and Merrelyn Emery would go on
to develop further-Merrelyn Emery devoted more than thirty years of her
practice in Austtalie to working with this method in organizations and com-
munities, as well'as at the national level (Emery and Purser, 1996).

Many Small Groups = One Large System

The third precursor was the work done by the National Training Laboratory
(NTL) Institute in the 1960s in large summer laboratories at Bethel, Maine.
In the community workshop and the college workshop, trainers learned to
work with large groups by creating small groups within a larger framework.
This created a model for working with larger groups of people, which only
fully developed during the 1980s.

These early strands of work came together in the mid-1980s when, almost
simultaneously, the importance of working with the whole system became focal
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for OD practitioners. The first clear statement of this new approach appeared
when Marvin Weisbord wrote a history of thinking about organizations: Pro-
ductive Workplaces (1987). As he reflected on what had worked and what had not
worked in his own change practice, he realized that when he could “get all the
stakeholders in the room,” he had been able to effectively create changes
that were desired and desirable. Out of the thinking expressed in this book
and a dialogue with Eric Trist and Merrelyn Emery about their Search
Conference work, he developed a new method that he called Future Search.
One way it differed from the Search Conference was that it was intended for
a larger group of seventy or more, which meant that many stakeholders could
be present.

Also in the mid-1980s, Kathie Dannemiller—a student and colleague of
Ron Lippitt—was asked to train Ford middle managevs to be more proactive.
Understanding that the Ford system did not encourage this kind of behavior
and that many hours of training would probahi not be successful, she refused
the quite extensive contract. The stunnec patential clients at Ford asked her
what she might do to reach the objective. Adter thinking about it, she proposed
that they give her five hundred man=yers from three levels of management for
a week in an off-site location if the really wanted change. This was the birth
of Real Time Strategic Change —-a method that involves stakeholders in plan-
ning and implementing chariges for a better organization future. Real Time
Strategic Change is nowcalled Whole-Scale Change (Dannemiller Tyson As-
sociates, 2000). Thetireakthrough that occurred in this work was the large
number of peoprie who could be involved at one time so that a whole plant
or organizatini: could work on the same issue together and make decisions that
would stick arid could be immediately implemented.

About the same time but in a quite different structure, Harrison Owen
created a new method of gathering people with passion and energy to discuss
a topic in a method he called Open Space (Owen, 1997). Again, hundreds of
people could participate in creating the agenda for the one- or two-day meet-
ing and engage the topic as they wished.

These breakthrough methods not only accommodate a large number of
participants, but they do not require that professional facilitators be at every
discussion table; leadership roles are rotated among table participants. As a re-
sult, some participants develop new skills that they take with them to the work-
place, as they learn to facilitate or act as scribe or reporter for their table group.
Rotating small group leadership roles made the use of these methods much
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more available to communities and organizations without big budgets. The
composition of the table groups is heterogeneous (“max-mix”) for much of the
work but also occurs in functional groups when appropriate to the task.

Adoption of the New Methods (1993-1997)

As the 1990s progressed, differences among the methods gradually became
clearer. Some of the publications and activities that encouraged this devel-
opment were the following. A special issue of The Journal of Applied Behavioral
Science, edited by Bunker and Alban (1992), gathered articles by originators
of several different large group interventions. They shared the idea of work-
ing with large groups of stakeholders. In addition to seixi= of the methods al-
ready mentioned, Dick Axelrod was using a series of large group conferences
to redesign work in a process he calls the Confer<nce Model. Don Klein pro-
posed that his 1970s SimuReal method was @ tystems model that could ac-
commodate many stakeholders and was-included. The Inter-Cultural
Association (ICA) was using and further developing methods that they had
learned in the early days of OD frem OD practitioners. Although associated
with individual practitioners, all these methods were being developed and
refined in practice as ways of gaihering stakeholders together to engage each
other about issues of comimion concern. Interest was so intense that the spe-
cial 1ssue required five additional printings.

A typical large group meeting is held in a large open room with many five-
foot (or slightly:lerger) round tables set up for working sessions. These are
not the usual :ix-foot banquet tables because they need to be small enough
in diameter that people can talk easily across them without shouting. A plat-
form for the two facilitators is located in a place optimal for viewing from all
the tables. Ilip charts are stacked on the side walls to be available when needed.
The logistics staff, usually wearing a distinctive color, circulates in their as-
signed sectors, bringing printed instructions and materials to the tables, as well
as microphones for the periods of reports or discussions.

Beginning in 1993, two developments went hand-in-hand. First, the de-
velopers of methods wrote books on how to use their methods and spoke at
national conferences; a few offered training workshops in the method. Prac-
titioners were thirsty for this new knowledge. They wanted to understand in
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as much detail as possible what these methods were and how they worked.
At the same time, Bunker and Alban (1997) developed and presented a frame-
work for understanding all twelve of the original methods in training work-
shops and at conferences. There was so much interest that for four years (1995
to 1998), Tom Chase helped plan and sponsor a Large Group Interventions
Conference in Dallas, Texas, that was attended by method originators, prac-
titioners, companies using the methods who offered a case describing their ex-
perience, CEOs talking about what it was like to involve the whole company;
and organizations that were “shopping,” that is, thinking about using these
methods. Mobil, for example, brought a multilevel group of fourteen people
to a conference before they decided to use Real Time Strategic Change with
one of their divisions. Our book and the Dallas conferences increased the dif-
fusion of these methods. As interest grew, developerger all the methods began
to both offer public workshops and publish their ovm'books on how to use their
method. As a result, more and more people hecame acquainted with Large
Group Methods.

The differences among methods grddually became clear, as methods were
adopted and used. For example, somi= methods are easier to learn and adopt
than others. Methods with a struCtured flow of activities like the Search Con-
ference or Future Search are eazy'to grasp. This means they are easy to try out
on an unsuspecting client. v carly periods of innovation, there is always a cer-
tain amount of experinieatation. Ethical practitioners keep this to a minimum
and do not suggest methods when the issues are not appropriate for the
method. Gathering stakeholders is expensive in time and resources. It should
be reserved farastues that are worthy of this kind of commitment, such as the
future plans for the organization or important problems.

Some methods also take a longer time commitment to plan and imple-
ment than others. Work Design takes months, with many large and small meet-
ings; Open Space can be set up and run with very short lead time;
custom-designed methods like Real Time Strategic Change require planning
with an internal design team, so they need longer lead times than structured
methods. However, it is typical for all methods to have a planning group rep-
resenting all aspects of the system to advise and manage the whole process.

The framework described in Large Group Interventions (Bunker and Alban,
1997) compares all the Large Group Methods in three categories based on out-
come: (1) methods for the future, (2) methods for work design, and (3) flexible
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methods for whole-system participative work. For readers unfamiliar with these
methods, we describe them very briefly here. For a more detailed explana-
tion, the developers of these methods have all published detailed descriptions
and, in many cases, how-to books to help people who want to use them (many
can be found in “The Reading List”—a feature of Chapter Eight, which pro-
vides resources). For a comparison of these methods for those trying to decide
which method to use, consult our 1997 book. This Handbook focuses on current
practice, that is, how these methods are being used now to meet six major chal-
lenges of the 21st century. Cases illustrating the use of these methods and com-
binations of these methods appear in the chapters that follow.

Methods for Creating the Future Together

Five main methods are used when an organizatic: 0r community wants to cre-
ate a plan for moving into the future that they prefer (rather than simply re-
sponding to whatever happens). The nmie heds are the Search Conference,
Future Search, Whole-Scale Change, the JUA Strategic Planning Process, and
Appreciative Inquiry (Al) (see Figure 1:1). Since Al is a newer method for fu-
ture planning that has come on the scene as a Large Group Method more
recently, we will describe it later in this chapter. It is also fair to say that, oc-
casionally, Open Space arid SimuReal may be used for future planning. They
will be discussed under “Methods for Discussion and Decision Making,” which
represents more of-their use.

The Search Conference

The Search Conference, developed by Fred and Merrelyn Emery (Emery and
Purser, 1996), 1s a two-and-one-half-day conference for thirty-five to forty
participants who are members of a system. Diverse groups work together
in discussions that scan the current environment and understand it, examine
their history as a system, assess the present situation, and agree on a future.
One-third of the time of the conference is devoted to planning for actions that
will allow them to realize the future they have agreed that they want. In this
model, conflict is acknowledged but not dealt with at length. The emphasis
is on finding what is held in common and can be agreed to by all as the basis
for proceeding:
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FIGURE 1.1. LARGE GROUP METHODS FOR CREATING THE FUTURE

THE SEARCH CONFERENCE FUTURE SEARCH
Purpose: To create a future vision Purpose: To create a future vision
Merrelyn and Fred Emery Weisbord and Janoff
* Set format: Environmental scan, history, * Set format: Past, present, future, action
present, future planning
* Criteria for participants: Within system * Stakeholder participation (no experts)
boundary * Minimize differences
* Theory: Participative democracy + Search for common ground
* Search for common ground « Self-managed small groups
* Rationalize conflict + 18 hours over 3 days
* No experts * 40 to 80+ participants
+ Total community discussion ¢ Larger groaps = Multisearch Conference
* 2.5-day minimum -
* 35 to 40+ participants NN
* Larger groups = Multisearch Conference ICA STRATEGIC PLANNING
* 1/3 total time 1s action planning \ PROCESS
| Purpose: Strategic planning

WHOLE-SCALE CHANGE | Focus
Purpose: To create a preferred futvee Question
with systemwide action planning T
Dannemiller and Jacob:
Implementation Practical
* Format custom-designed to issue Timeline Vision
* Highly structured and organized | |
* Theory: Beckhard Ciiange-Model Strategic Underlying
* Common database Actions Contradictions
* 2 to 3 days + follow-up events
* Use of outside experts as appropriate .
« Use of small groups and total communi Stratcgic
se of small groups and total community Directions
* Self-managed small groups
* 100 to 2,400 participants * Stakeholder participation
* Logistics competence critical * 2 to 7 days
* Daily participant feedback * 50 to 200 participants
* Planning committee and consultants * Planning committee and consultants
design events design events

Source: Bunker and Alban, 1997.
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Future Search

Future Search was developed originally by Marvin Weisbord and then refined
over a number of years in collaboration with Sandra Janoff (Weisbord and
Janoft, 2000). Future Search got its inspiration from the Search Conference
but proceeds somewhat differently. In the first place, the activities of the table
groups and general sessions begin by examining the past at three levels—
personal, system, and world. Then participants create a “mind map,” which
is a graphic representation of the trends in the environment that are impact-
ing organizational decisions. Stakeholder groups select a trend from this scan
that they believe affects them in important ways, and they discuss what they
are doing and not doing about it. Next, stakeholder groups analyze the pre-
sent by talking about what they are both proud and sorry.about in their cur-
rent organization or community. Finally, “max-mix” groups create skits about
the future they want and dramatize it for the whole group. Then, themes cross-
ing all the skits are agreed on as the commer grcund on which the group
can move forward into planning for actions o realize these future themes.
Compared with the Search Conference; fature Search engages people more
emotionally, as the activities are both rational and affecting; from thirty-five to
one hundred or more people canbeaccommodated at a Future Search.

Whole-Scale Change

Whole-Scale Change (originally called Real Time Strategic Change), devel-
oped by Kathie Barnemiller and later with her collaborator Robert Jacobs
(Jacobs, 1994}, :s.a flexible method that can include hundreds and even thou-
sands at an event. Unlike Future Search and the Search Conference, Whole-
Scale Change custom designs the process of each event to the particular client
situation. Even so, there are predicable activities that occur regularly in these
events because all are based in a systems understanding of what is needed to
do future planning. There must be some kind of assessment of the external
environment and understanding of the past and present, as well as focus on
a direction desired for the future. Whole-Scale events can include customers
and suppliers, as well as expert inputs as needed. Virtually all Large Group
Methods work with some kind of planning and design team ahead of the
event. In this method, that group collects daily reactions during the two or
three days and adjusts the design as needed.
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ICA Strategic Planning Process

The ICA Strategic Planning Process (Spencer, 1989) developed originally from
the work of the Ecumenical Institute of Chicago, which was greatly influenced
by the NTL training and education. They have developed their own method
that a network of practitioners in the United States and Canada use in com-
munity development, as well as in organizations. Planning events may go on
for as long as five days in order to develop specific and implementable plans.
At the beginning, the emphasis is on data collection around the issue or focal
question. Then a practical vision is created that all agree on. The next step i3
unique to ICA, and we think it is very useful. Participants discuss the “un-
derlying contradictions,” which are those things that get in the way of moving
toward the vision of the future they created. The questian is: What could pre-
vent us from realizing this vision? This surfaces the psychological resistances,
as well as the real barriers. This question is purzved in depth in a search for
root causes that can lead to good ideas abouit wiat to do. So the next step of
action planning follows naturally: selectstiategic actions that will help over-
come the contradictions and then maisc implementation plans for the whole
change effort, planning how, when who, and what will be done to move for-
ward. ICA works with systemsaind their stakeholders of any size up to about
two hundred.

Methods for Work D=sign

Work desigri niethods originated in the sociotechnical systems thinking of Trist
(1981). In our 1997 framework, there were four large group work design meth-
ods. Three methods that developed separately—the Conference Model,
Whole-Scale Work Design, and Fast Cycle Full Participation—have blended
with each other so as to be indistinguishable, though still are practiced by those
titles. The other work design method—Participative Design—is quite differ-
ent, in that it starts at the bottom of the organization and moves upward (see
Figure 1.2).

The Conference Model (Axelrod and Axelrod, 2000), Whole-Scale Work
Design, and Fast Cycle Full Participation Work Design are three models of
work design that appeared in our original formulation, with enough difference
in approach to warrant separate discussions. Since that time, the demand for
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FIGURE 1.2. LARGE GROUP METHODS FOR WORK DESIGN

LARGE GROUP WORK DESIGN
The Conference Model, Whole-Scale
Work Design, Fast Cycle Full
Participation Work Design

* Integrated series of large group meetings.
* 1 to 2-day sessions
* Topics:
Create the vision.
Conduct environmental analysis.
Conduct work systems analysis.
Conduct social system analysis.
Develop a blueprint for the new
organization/process.
Plan for implementation.
* Whole system communication strategy is
followed between meetings.
* Small task force work adds detail to large
group meeting results.

PARTICIPATIVE DESIGN
Fred and Mervelyn Emery

* The process is bottom-up.
* Organizationwide education is first step.

* Management sets minimum critical
specifications.

¢ Each level coordinates and controls its
own work.

* Each unit designs its ovwn work.

* Six design princ/ples are used to redesign
work.

* Multiskillii.o s the norm.

redesigning work has diminish=d, due mostly to the decrease in manufactur-
ing in the West and off-shariag. Now client needs and requirements, more than
a particular model, seetiito determine the flow of the work design process. For
these reasons, we have combined the three methods into one generic de-
scription. It may peshowever, that with some clients a true version of the Con-
ference Mode! or Whole-Scale Work Design i1s adopted. As far as we know,
Fast Cycle Full Participation is not often practiced.

Work redesign that involves the whole system is a change that takes a num-
ber of months. It is authorized by the organization’s leadership, who set the
goals and clarify the boundaries and constraints. Usually, a planning or design
team is then appointed to be in charge of the overall process, which occurs
in a series of spaced events, often about a month apart. In these large group
events, stakeholders create a preferred future, interact with relevant customers
and suppliers to understand their expectations, and perform a technical analy-
sis of the work system identifying problems that are leading to lowered effi-
clency or quality. Then suggestions for how to design the system so that it meets
its goals and operates excellently are solicited and considered; the most promis-
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ing are selected and implemented. At the same time, key support processes
may need to be aligned with the new design.

Throughout this process, there is constant two-way communication with
the whole system. Those who do not attend events have an opportunity to give
inputs to issues being debated. The idea is to involve and keep involved as
many people as possible so that when the new system “goes live” there are few
surprises. As many as six thousand employees have been involved in this type
of work design.

Participative Design was created by Fred and Merrelyn Emery (1993); con-
temporary modifications have been made by Bob Rehm (1999). Participative
Design is an organizationwide process whose assumption is that the people
who do the work know the most about it and are therefare the best people to
decide how to get it done effectively and efficientlv:“this is a bottom-up ap-
proach to work design, as contrasted with a top-down approach. The work de-
sign starts literally at the bottom, or lowest level'of the organizational chart.
The people at this level gather for educaiior about the six design principles
they will use to redesign their work and their jobs within the “critical specifi-
cations” set by the organization’s leadership. The basic principle that is oper-
ative in the redesign is that eaclile ¢l coordinates and controls its own work.

When the first level has completed their redesign, the next level meets to
ask: “What is our work?”T'tiis is where the process gets very interesting be-
cause usually the people.included at that next level up have been supervisors.
But if the lowest-level people are now coordinating and controlling their
own work, the guestion the former supervisors must address is, What is their
work now? Aceording to this method, the process proceeds up to the top of
the organization. We know of only a few organizations that have completed
the whole process from bottom to top, but the method can be used in well-
defined sections of an organization.

Methods for Whole-Scale Participative Work

In addition to the four methods we included in our previous book (SimuReal,
Open Space Technology, Work Out, and Whole-Scale), two new methods have
been developed in the intervening time. We give a brief summary of the four
here (see Figure 1.3). Later in this chapter we will describe the two new meth-
ods: The World Café and AmericaSpeaks.
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FIGURE 1.3. LARGE GROUP METHODS
FOR WHOLE-SYSTEM PARTICIPATIVE WORK
SIMUREAL WORK OUT (General Electric)

Purpose: Do real-time work on
current issues, test future designs,
learn about system

Donald and Alan Klein

* Organization selects issue for work.

* Room arrangement reflects organization’s
structure.

* People act their organizational roles.

* There are periods of stop action and
reflection.

* Decision process is agreed to in advance.
* 1 day
* 50 to 150 people

* Facilitator needs expertise in process
consultation.

Purpose: Problem identification and
process improvement

 Improvement target selected.

» Employee cross-functional meeting held.
1 to 2 days

* Process: Discuss and recommend

* Senior management responds immediately.

* Champions and sponsors follow through to
implementation.

* 30, 60, 90 day feilovw-up

WHOLE-SCALE
INTERACTIVE EVENTS
Purpose: Problem solving
Dannemiller and Jacobs

Uses same methodology as Whole-Scale
in Figure 1.1.

* Flexible method with inaay different uses.

OX'EN SPACE TECHNOLOGY
Paapcese: Discussion and exploration
of system issues
Harrison Owen

* Is least structured of Large Group

Methods.
* Uses divergent process.
* Large group creates agenda topics.
* Interest groups form around topics.

» Newsroom printouts allow for sharing
information across interest groups.

* One facilitator lays out format and ground
rules, “holds the space.”

* Facilitator needs an undestanding of large
group dynamics.

¢ 1 to 3 days

Source: Bunker and Alban, 1997.
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SimuReal

SimuReal was created by Donald Klein in the 1970s and has subsequently
been developed by Alan Klein (Klein, 1992; Klein and Klein, 20051). A phys-
ical simulation of an organization or system and its players is set up in a large
space. Stakeholders to the theme or focal issue are invited to participate in a
one-day (or shorter) learning and action-taking event. People act in their
normal roles during action periods on the selected issue or problem. During
stop-action periods, a trained facilitator guides the whole system in a discus-
sion of what happened and what everyone observed. Then they go back and
work some more, followed by another stop-action discussion. After three it-
erations of this cycle, the whole group decides on appropriate actions to take
as aresult of their learning. Although invented as a jprablem-clarification and
remediation method, SimuReal has been used tc test potential organization
designs and changes.

Open Space Technology

Open Space Technology (OST) o1 Open Space was created by Harrison
Owen (1997) and 1s the method.with what might be called a minimalist struc-
ture, as compared with others. It is a divergent process in which anything from
small to very large growp: of participants are invited to gather and create the
agenda for discussicti-of whatever seems important to them around a focused
topic or theme. ©iniy one facilitator is needed to lead the process, and as long
as the facilities\aifow, any number of people can participate.

At the heginning of the meeting, which can be from one day or less to
three days or more, everyone is seated in a large circle of chairs. In the first
hour the facilitator describes the reason for meeting and the norms and rules
of Open Space. Then the facilitator invites people to come to the center of
the circle, write the topic they want to discuss on half a newsprint sheet, sign
their name, and announce their topic to the group. Then they go to a big open
wall where they select a time and place, written ahead of time on sticky notes,
and post their topic with time and place of discussion on the wall. This be-
comes the agenda for the meeting and the place where people can find out
what is going on. The agenda can be added to at will, as long as the person
who posts the topic agrees to show up at the appointed time and begin the dis-
cussion. Each day is divided into discussion periods of an hour, or a bit more.
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The whole group gathers again in the big circle at the end of each day for
“The Evening News.” If there is more than one day, they begin each day’s
work with “The Morning News.” These are brief and quite informal gather-
ings about whatever the participants want to say. Everyone can find out what
is being said in discussion groups they do not attend by going to a different
wall on which summary reports from the discussion groups are posted as they
are typed out on computers in “the newsroom” by the proposers of the topic.

Most Open Space meetings also add some convergent activity such as dot
voting (placing small, colored sticky dots on wall charts to show preferences),
prioritizing, or some form of action planning onto this basic format in order
to take what has happened in the discussions and move forward. Open Space
can be used for endless types of discussions, from sensing-whether an issue is
really important, to getting input about important decizions that are about
to be made, to creatively thinking, as a group, about r.ew products or future
services a company might offer.

Work Out

Work Out is a participative probleis-ssiving method that was created at Gen-
eral Electric under the impetus of jack Welch’s leadership (Slater, 1999). A
high-level sponsor authorizes {lie gathering of all the relevant stakeholders
to a particular problem ir-<ue place for several days to address and take ac-
tion on the problem. Irithe final afternoon, the sponsor and other managers
or executives with-fhe authority to make decisions attend and publicly au-
thorize or veto prevasals from working groups. Then over the next thirty, sixty,
and ninety days, short progress reporting meetings are held. It is expected that
action will be complete in ninety days and results and cost savings known. The
method proved so successful internally that General Electric began offering
training to its clients and suppliers. The method has been widely adopted by
companies that have often used their own name for it.

Whole-Scale Interactive Events

Whole-Scale Interactive Events (Dannemiller Tyson Associates, 2000) are
events that are custom-tailored for a particular engagement. An example is
bringing together New York City stakeholder organizations to take action on
the alarming increase in tuberculosis among the homeless people living in the
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city. The design for the meeting in Whole-Scale events in all three categories
is created by assessing three elements: (1) level of dissatisfaction, (2) existence
of a vision or goal, and (3) clarity of first steps that one can take to begin mov-
ing toward the goal. The theory is that all three factors must be correctly in
place for any change to occur.

Continuing Development of Large Group Methods

During the 1990s, practitioners were learning these methods and building
an experience base. Some chose to define themselves as specializing in one
of these methods. Others added competence in some of the methods as they
needed it in a more general practice of organizatiozei change. Because work
redesign, which developed from sociotechnical design theory, usually occurs
over months and even years, there is a group-f practitioners who mainly do
this work. Future-planning consultants, hoviever, often know several of the
future methods. There are networks af] practitioners of some methods such
as Future Search and Open Space«vbo meet online and in person to learn
from each other and offer experti<e ‘¢’ communities and nonprofits with limited

budgets.

Core Characteristics of Methods

Every methoa has a set of underlying principles that are considered to be cen-
tral. As we ook across all the methods, we propose four core characteristics
that we believe are accurate and essential characteristics that span all the Large
Group Methods.

L. Inclusion of stakeholders: The first core characteristic is that the people
invited to participate include those who have a stake in the issues being dis-
cussed, regardless of level or function or whether they are inside or outside the
organization. For example, a business may invite customers, suppliers, even
competitors as it plans for the future. In the community, this means whoever
is affected, regardless of position, class, or power. A public school issue could
involve everyone in the school system, including students and janitors, as
well as parents, citizens, politicians, and whoever is relevant to the issue at hand.

e



c0l.gxd

5/1/06

20

10:33 PM Page 20 CE

The Handbook of Large Group Methods

Essentially, these are democratic methods that encourage all voices to be heard.
They encourage input to decisions employees or citizens are asked to support.
It is important to point out that this does not necessarily mean that five hun-
dred stakeholders get together and make the decision. They may be the de-
cision makers, or their input may be incorporated by an executive group
that is present at the event and responsible for the organization. Both levels
of decision making work well if people know in advance what the ground
rules are.

Practitioners who propose these methods need to understand that not all
leaders and managers want to involve stakeholders in having their say or in
mutual decision making. This means that sensitive negotiation and coaching
are part of contracting with executives about the use of thcse methods. There
have been instances where practitioners, in their eagerness to help the client
move into action, did not insist that the client reall  understand what these
methods do in terms of stakeholder voice, involveraeat, commitment, and new
ideas, and what they require in terms of leadotship participation, support, and
follow-up. Taking enough time to fully echicate the leadership during the con-
tracting phase of the intervention is key to realizing the true potential of these
methods.

2. Engagement of multiple perspectives through interactive activities: Participants en-
gage in a series of activities that explore the organization or community con-
text and help them thinknore broadly than their own perspective. This
strategy accomplishes several things. First, it prevents people from leaping into
problem solving and taking action before the context is fully explored. Second,
it exposes themanteractively in small groups to a diverse group of stakehold-
ers with very difierent perspectives in a process that allows everyone to par-
ticipate and to be heard. This increases the amount of information available
and expands participants’ understanding of issues, leading to the possibility of
out-of-the-box thinking.

3. Opportunity to influence: These structures allow people to have voice—to
be heard—and to influence the outcomes under discussion at the meeting.

4. Search_for common ground: A goal and the process structure of many of
these methods focus attention on finding the areas of agreement—the common
ground—that participants share. In large groups with many different stake-
holders, there are bound to be differences, many of them. That is not of great
concern because there is no objective to resolve all the differences.
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None of these methods use conflict resolution strategies to deal with dif-
ferences (Bunker, 2000). The objective in most of the methods 1s to find common
ground, that is, to understand what those present and representing the system
agree on. The assumption is that once what is agreed on is clear, it is possible to
move forward from that common ground, even though differences remain.

Current Trends and New Methods

Since the publication of our book Large Group Interventions in 1997, a great deal
has happened in the field, as more and more organizations and communities
have used these methods for their own purposes. We have been particularly
interested in many accounts of the spread and use-ci these methods world-
wide; we have presented workshops on the methcds described in our book in
many countries. In March 2005, Robert Mat:hak, the acting editor of 7he
Journal of Applied Behavioral Science, invited 2150 edit a second special issue on
Large Group Methods (Bunker and Albar, 2005). This gave us the opportu-
nity, twelve years after the publication of the first special issue, to again send
out a “Call for Papers” and ask for aracles that would show what has happened
in the use and spread of these methods. The Journal invitation was an excel-
lent way to answer our questions and find out how and where these methods
are being used.

We were amazed-wnen we received more than fifty manuscripts and de-
scriptions of possible submissions for the Journal. These submissions were from
six continents; we only had room for ten manuscripts! This was a further con-
firmation tizat these methods were being used globally for a variety of needs.

Diffusion: Spreading the Word

Malcolm Gladwell (2000), in his book The Tipping Point, describes the tipping
point as the moment when ideas and products are diffused and accepted by
a critical mass. After our book was published, we started offering workshops
to familiarize people with the methods described in the first part of this chap-
ter. Training workshops were a major vehicle through which the core concepts
and skills were made available to consultants, leaders, and academics around
the globe.
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Many of the developers have published books and articles (some trans-
lated into other languages) on their particular approaches. The use of Inter-
net technology, including listservs and Web sites and the newsletters of the
developers, have also increased knowledge and connected people interested in
these methods. Presentations at major conferences of organizations like the
Organization Development Network and the Academy of Management, as
well as at many international meetings and at organizational change training-
and-degree programs like the Columbia University Program for Organization
Development and Human Resource Management and the Pepperdine Uni-
versity and American University-N'TL degree programs, have all helped with
the dissemination of these concepts. Multinational corporations began to
use these methods internationally to address complex organizational issues.
Today there are skilled international external and interziei.consultants who use
these methods in their work. Companies like General Electric have been strong
on internal capacity building and have chosen nat to rely on external consul-
tants. They have trained their people worldwide in the use of Work Out. One
of the authors remembers sitting in a restaurant in Danbury, Connecticut,
hearing a young woman at the next table suy, “I am leaving tomorrow for India
to train our people there to run Werk Outs.”

The March 2005 special issue of the Journal of Applied Behavioral Science doc-
uments the international diffusion of Large Group Methods with articles on
a joint venture between a 1.5, multinational and an Indian family business,
an example from IKEA i Sweden on improving their distribution system.
In the same issue, Suzanne Weber writes about the diffusion of Open Space,
Future Search,and mixed designs in German-speaking counties. She docu-
ments over nine hundred conferences using Large Group Methods run in Ger-
many over the period of three years. In this book, Chapter Five focuses on the
cross-cultural use of these methods, with three case examples of work going
on across the globe. In other chapters, cases from Great Britain and Canada
can be found.

Diffusion: Stakeholder Engagement

Another significant factor in the diffusion of Large Group Methods has been
global economic and social pressure, particularly in the public, government,
and nonprofit sectors. There has been growing recognition of the value and
necessity of stakeholder inclusion and a growing demand from stakeholders
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to have a voice in important decisions that affect them. Large Group Meth-
ods have been used to address many community and public sector dilemmas
where agreement among diverse stakeholders is essential for movement on im-
portant issues.

There is a growing polarization today regarding environmental issues: eco-
nomic development versus ecological sustainability, water for agriculture
versus water for drinking, states’ rights of eminent domain versus the rights of
the homeowners. There are many instances where Large Group Methods have
been used effectively to bring stakeholders together to work on these polariz-
ing issues. In developing countries, the United Nations, NGOs, and local gov-
ernments have found it essential to learn how to work together, set priorities,
define responsibilities, and develop action plans. This is 110t easy, as these agen-
cies have different cultures, different structures, ana-their own priorities. We
have seen a variety of Large Group Methods usec.tc address these issues. Ne-
cessity may have been the mother of use and-zdoption. Environmental pres-

sures and demands have helped with the giabal dispersion of Large Group
Methods.

Adaptations and Innovations

There are many examjles, some in this book, where a Future Search, Open
Space, or other metihc has been used in its original form with excellent results.
There are othersituations in both the private and public sectors where a spe-
cific client need or constraint has resulted in combining or introducing new
methods to address specific requirements. This book provides examples of some
of the variations. For example, the BBC took one of the new methods (Al) and
stretched the process over months. The Boston University Dental School com-
bined a Future Search format with the introduction of scenario planning; the
World Vision case used a Future Search format but added interactive tech-
nologies in order to involve 4,500 people in 100 offices worldwide.

We have also seen some of the core principles and activities of Large
Group Methods used to enhance ordinary meetings. A few years ago we were
at a hotel near the Denver Airport. As we passed the ballroom, we noticed a
large group of people sitting at tables, six or seven to a table, busily working.
We were told it was a cross-section of employees from the recently opened air-
port trying to find solutions to some of the baggage-handling problems. We
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hung around for a while, and finally at a break asked the meeting facilitators
for a more detailed account of what they were doing and what method they
were using. “Oh,” they said, “there is something we call the Blue Book; we
have combined something called Work Out with something called Future
Search and a few ideas of our own to work on issues connected with the open-
ing of the new airport.” They had all of the key elements: the system in the
room, an interactive process that gave people an opportunity to give their per-
spective, and a process to identify the issues, solve the dilemmas, and take ac-
tion. (The Blue Book was our book, although it was never our intention that
it would be used as a how-to book!)

Several weeks later we were at a large corporate headquarters and passed
a conference room. We noticed twenty or so round tables;six to eight people
sat around each one. We were told it was a corporate briefing. The format was
presentations, discussions at the tables, and opportunities to raise questions
and concerns and get responses from the leaderstin. We asked why they were
not using an auditorium arrangement. We heard, “This works much better.
People get a better understanding of the.rhaterials presented through discus-
sion at the tables; they ask clarifying que tions and give good suggestions about
the issues.”

“How did you come up with this way of doing things?” we asked.

They replied that one of the executives had seen this done at another com-
pany and thought it workea well!

Many churches andsynagogues today, when calling a new pastor or rabbi,
use some of the exercizes from Future Search to clarify the kind of leadership
they need for thew juture. They may use history timelines, a mind map on cur-
rent issues affecting the faith community, and an assessment of their strengths
and weaknesses. The data generated help the search committee develop a pro-
file of the skills and experiences they need in the new leadership.

Donald Schon, in his book Beyond the Stable State (1971), talks about “ideas
in currency.” Once ideas get into circulation they spread rapidly, and the ori-
gin of these ideas is lost. Several years ago, one of the authors heard an in-
terview with James Baker, who was secretary of state under President G.H.W.
Bush in the early 1990s; he was commenting on the Israeli-Palestinian situa-
tion. Baker seemed to indicate in the interview that it might have been a mis-
take not to have included some of the key stakeholders at the first Camp David
meeting. The assumption had been made that the two leaders spoke for their
people! The idea of key stakeholder participation is an important part of many
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of these methods. What surprised us, however, was the use of the word stake-
holder. We wonder if there may be fallout into the general culture of some of
the basic ideas from these methods. Here are some examples:

1. The idea that stakeholders need to be involved in decision making is not
a new idea, but using the word stakeholder connotes involvement. The
word i3 appearing more and more frequently in the media and in business
language.

2. Rotating leadership in small groups is more commonly practiced today,
reserving professional facilitation for times that are expected to be more
confrontational or complicated.

3. Large corporate meetings are often held today in a conference or ballroom,
with participants sitting at small round tables instcad! of in auditorium style.
The tables allow for discussion of key issues; participants have the oppor-
tunity to ask questions and give feedback t<.the leadership.

4. The term finding common ground appears trequently today, especially in situ-
ations of high divergence.

New Large Group Methods

In this section, we descithe three new methods that were not included in our
first book because tfier had not been developed. These are (1) Appreciative
Inquiry Summit-Meeting (see Figure 1.4), (2) The World Café (see Figure 1.5),
and (3) Amencalheaks (see Figure 1.6). It is clear that these new methods are
built on many of the core principles described earlier.

Appreciative Inquiry Summit Meeting

David Cooperrider, along with some of his colleagues from Case Western Re-
serve, originally developed Al as a data-gathering method. The data could be
collected either in an organization or in a community setting;

A Unique Approach to Data Gathering. What made this approach unique
was the focus on what was going on positively in the area being researched. If
the issue were gender relationships in the organization, data would be collected
on positive experiences that members of the organization had had with the
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FIGURE 1.4. LARGE GROUP METHODS FOR CHANGING THE FUTURE:

APPRECIATIVE INQUIRY SUMMIT MEETING

APPRECIATIVE INQUIRY SUMMIT MEETING
Purpose: To build the future on recognizing
and expanding existing strengths
David Cooperrider

* Format similar to Future Search
* Participation not limited by number, includes
stakeholders

* May be done over several days

* Four phases:
Discovery: Interviews and storytelling surface positivc, |
strengths.
Dream: Based on stories and interview data, graup
builds a desired future.
Design: Group addresses the system chatiges needed
to support the desired future.
Delivery: Group plans for impleincnting and
sustaining the change.

opposite sex. People wereen:couraged to tell stories about these relationships.
Follow-up questions weutd probe the elements and interactions in these
relationships that created this positive experience.

These key eicniants were then extrapolated, and the next issue to be ad-
dressed was, “What do we need to do in this organization to create more of
these positive experiences?” This process has been used very effectively in the
merger of two companies that need to create a new company culture out of
two previously independent companies. Rather than one company “acquir-
ing” the other and imposing its culture, Al holds the promise of there being a
real merger, of taking the best of both old cultures and blending it into a
new culture that everyone can subscribe to. In the same way, in a commu-
nity setting people are often asked what they particularly appreciated about
their community. They are encouraged to tell stories about their positive and
affirming community experiences. The philosophical approach starts with what
is already working and uses the strengths identified as building blocks for a bet-
ter future. This method reframes situations in such a way that people recog-
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nize what is already present, active, and life enhancing, and then ask, “What
do we need to do to create more of these experiences?”

The Meeting. As Large Group Methods developed, Cooperrider and his
colleagues had the opportunity to experience several of these methods. As a
result, they developed the Appreciative Inquiry Summit Meeting (Ludema,
Whitney, Mohr, and Griffin, 2003), which is a four-day large group event that
brings together stakeholders in the organization or community to share the
data collected, hear the stories, and retain the best of the positive values and
practices of the organization or community. The group then focuses on ways
to augment the positive aspects of what has been identified.

Each day is a new phase: Discovery, Dream, Desigi, Destiny (the “4-D”
process). In the Discovery phase, employees are trainc.to interview other em-
ployees about positive experiences in the organizat:on and what they see as the
organization’s values and strengths. The task e: the interviewer is to tease out
the core elements that help create these pasiave experiences. This phase may
occur as part of the Al Summit, or it mav-happen in advance of the meeting.

The next phase—the Dream phase—mnow uses Large Group Methods to
bring together the system and its stakeholders to plan how to build the positive
elements from the interviews inte'a vision of the desired future state. The best
stories from the interviewstay be retold at the summit meeting and the core
elements presented as “futire possibilities.” However it is done, the group comes
to some common grGund about what they want to achieve in their future.

In the Design phase, participants plan actions to create and sustain the fu-
ture they wane. This involves examining leadership, infrastructure, policies,
and systems. tiiat would support the proposed changes.

Finally, in the Destiny phase, innovation teams that volunteer to achieve
specific goals after the summit ends self-organize for action.

The Focus on What Is Right. Al is one of several Large Group Methods that
does not spend time trying to problem solve the present but, instead, focuses
on creating a better future, once the current reality has been acknowledged.
When people focus on what is wrong, they lose sight of the positive things that
are happening. Then it is easy to become stuck in trying to fix what is wrong
rather than focusing on the “more that could be.” This method has become
very popular and is often combined with other methods. We think it corrects
an imbalance in how Westerners look at their world. We are trained very early
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in critical thinking. The more education we have, the more critical we may
become. As a result, we end up looking for what is wrong, often only
acknowledging what is right as an afterthought. The AI Summit Meeting
corrects this imbalance by combining elements of Future Search with some
form of storytelling and data sharing on positive experiences around the theme.

In this book, there is an innovative use of the AI Summit at the British
Broadcasting Company (BBC), where the summit was modified and spread
out, with intervals of several months between phases of the summit in order
to involve the 27,000 employees at the BBC (see Cheung-Judge and Powley in
Chapter Two). In the same chapter in the World Vision case (Kaplan and Iry),
an Al Summit is held in Bangkok with 150 representatives of this worldwide
relief agency, while 4,500 other employees in 100 offices arcund the globe par-
ticipate before, during, and after the summit in an imaginatively structured
online community.

The World Café

Another new Large Group Method is T he World Café, developed by Juanita
Brown. This method is being used scparately or in combination with other
methods (Brown and Isaacs, 2003). The World Café is a process that fosters
authentic conversation and takes about two to three hours. Each World Café
activity is focused arounc-« theme that engages the invited group of stake-
holders. They sit at smiali café-style tables, four or five people to a table, cov-
ered with “tablecloths’ made of drawing paper, and are given pens or markers.
Each group is g1ven about twenty to thirty minutes to both talk about the
theme and sketcti their ideas on the tablecloth. After twenty minutes or so, the
table host instructs them to leave one person at the table who will communi-
cate the substance of the conversation that just occurred to the next group.
Then everyone else separates and goes to a different table, and the process re-
peats itself.

There are at least three iterations of this process before the final groups post
or report the ideas their table has developed. The entire group then engages in
a town meeting discussion of what has occurred. If themes are identified, they
can lead to whatever action is appropriate. This process is very useful in settings
where there are factions or where people have fixed ideas and need to engage
each other and hear different perspectives on the situation. The World Café
method mixes people up for a different conversational experience. A focused
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FIGURE 1.5. LARGE GROUP METHOD FOR DISCUSSION
AND DECISION MAKING: THE WORLD CAFE

THE WORLD CAFE
Purpose: A conversational process that helps
a group explore an important issue
Juanita Brown

* Overarching theme or question to be explored

* May be done in a 1/2 day to 2 or 3 days, depending on issue

* Large space set with café tables that seat 4 people, a café
environment

* Tables are covered with butcher paper with markers and
crayons available

* No limitation in numbers of people, more is bette’: thian
too few

* Consists of a number of rounds lasting 20-59 rainutes

* After each round three people move t¢ anaier table, one
person remains to host the arrivals f-cin another table

» New groups share previous insiglits end continue exploration
* Periodic community reporting of ideas and insights

* Listening to diverse viewwoiits, and suspending premature
judgment is encouragedd

theme that firliy cngages the participants is critical to a productive experience.
The World Caté can be used in groups as small as twelve and as large as twelve
hundred.

One of the interesting aspects of The World Café is the use of café tables,
creating a casual environment that is familiar in many countries: the coffee
house, pub, or sidewalk café where people gather for conversation. In the
March 2005 issue of The Journal of Applied Behavioral Sciences, there 1s a de-
scription of The World Café in Singapore, where its similarity to the local cof-
fee houses facilitated in-depth conversations that might not have occurred in
a more formal environment. This method has been widely used internation-
ally from Sweden to Singapore. In this book, it is used as a way to bring citi-
zen action groups and refinery management together for discussion about
environmental issues (Adams and Clancy in Chapter Four).
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AmericaSpeaks

During the 1990s, Caroline J. Lukensmeyer began work on a method for in-
volving larger groups of citizens in critical policy issues that affect them. These
meetings created discussion and deliberation among diverse groups of citizens.
Rather than the usual panel presentations and audience questions to a panel,
citizens participated in discussions at round tables (ten people per table).
Lukensmeyer, after experimenting with different formats, started an organi-
zation—AmericaSpeaks—which is committed to participative democracy and
uses this Large Group Method to give citizens voice in a new and effective way.
In the late 1990s in major cities across the country, AmericaSpeaks held con-
versations on the dilemmas facing the Social Security system. A trained facil-
itator led each table discussion in order to ensure thatHeople stayed on the
task and no one dominated the discussion. Prior to the rneeting, participants
received a detailed and balanced discussion guide ta ncrease their knowledge
of the issue.

FIGURE 1.6. LARGE GROUP METHQO) yOR DISCUSSION AND DECISION

MAKING: AMERICASPEAKS

~MERICASPEAKS
Purpose: To vngage community/ citizen groups in
a procass of learning and discussion around
upactant issues affecting these groups
Carolyn J. Lukensmeyer

* Format designed to engage the issues

* Participative democracy

* Full spectrum of stakeholders a basic requirement

* Laptop computers at each table to record discussion themes

* Key pads for voting for every participant

* Table facilitators structure discussion

* Overhead screens display discussion themes and voting tallies
* Subject matter experts on call to discussion tables

* Several hundred to 5,000 participants

* Usually one day

* Extensive prep and set up work
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A unique aspect of this method (because the gatherings often involve hun-
dreds or thousands of people) is the use of technology. Innovative software is
used that allows people at the round tables to discuss a topic and input their
ideas on a laptop provided to each table. The inputs from each table go to a
central group that organizes and posts the themes from all the tables on large
screens visible to the whole community. In addition, each participant has
a keypad to vote agreement or disagreement with the recommendations
presented.

AmericaSpeaks became highly visible in July of 2002, headlined on the
front pages of many newspapers, when nearly five thousand people gathered
at the Javits Center in New York City to react to proposals to redevelop Ground
Zero. As a result of the input from participants, the architectural plans were
changed. An interesting description of their work, aloig with several examples,
appears in the March 2005 issue of The Journal oy Applied Behavioral Science. In
this book, Steven Brigham writes about their itwclvement in long-range plan-
ning for the three-state metropolitan asca around Cincinnati, Hamilton

County (see Chapter Five).

The Future of Large Group Mathods

Large Group Methods:are now part of the practice of many OD and change
consultants. Theymas: use them by their official names or modify and relabel
them for their own purposes. Whatever the case, they are in widespread use.
What will happe as we move further into the 21st century? Based on the work
that is currenily going on, we think several areas of development can be pre-
dicted. First, we expect the spread of these methods to non-Western cultures
to continue. Second, we believe that the usefulness of Large Group Methods
in community settings or wherever diverse interest groups must work together
predicts their expanded use there. Third, the use of technology, as seen in sev-
eral cases in this book, will continue to lead to innovative adaptations of these
methods using technology.

Part Two of this book is organized around the six areas of great challenge in
the 21st century mentioned in the Preface. We think these challenges—more
than the authority of methods—are currently driving practice. Organizations
these days are stretched. Communities are dealing with issues of great moment
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with limited resources. The issues are urgent, and stakeholders want to have a
voice in the decision making. Large Group Methods make it possible to widen
the circle to include more people in the movement toward effective action. To
see how all this is happening, read on!

Note
1. For information about their 2005 article, “SimuReal: A Large Group Method for Orga-
nizational Change,” contact A. A. Klein, & D. C. Klein at Klein Consulting, 11006
Wood Elves Way, Columbia, MD 21044, alan@klein.net.
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