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ADDRESSING the FUTURE GUIDES:
Jack Pearpoint & John O’Brien

“be the change you want to see’

This CD is a ‘miniaturization’ of what we think needs to be done in mainstream culture.  That isn’t possible yet, so we have developed “mini-experiments’ that allow us to ‘experience’ this diversity and change in minute blocks.

Who is this CD-ROM for?  
Our answer is “All of us”.   John and Marsha and I have been struggling to understand ‘change’ and how we can learn from it for most of our lives.  We have learned some things along the journey.  This is our attempt to share some of that learning  - so you can make new mistakes on future journeys, and repeat some of ours less often.  

We have written this for organizations and teams, but in our way of thinking, it applies equally to organizations as large and disparate as governments and as intimate as your family.  Thus we think it applies to all of us. 

We believe that change is a constant.  It is not optional. However, we do have some limited control about how we respond to the changes that we are ‘dealt’.   For example, we are ALL getting older.  This means we have a compelling self-interest to ensure that our children have a safe, secure and vibrant foundation for the future.  If they don’t, none of us will be safe or secure as we age. 
 
As we compiled this CD, Marsha and I were living with the reality of cancer.  This is a change we did not choose.  We lived fully and with cancer for 12 years, and on June 2, 2000, Marsha passed on because of this ‘change monster’.  Our survival through that crisis, and my survival now, simply reaffirmed our understanding of these tools for dealing with change.  We used and use them daily.  They help us get through the hard parts, and ready us to cheer when we are able.  We are living ‘planned spontaneity’ - never quite knowing what is around the corner, but being as prepared as we can for whatever awaits.  

This CD is about that.  It is about ‘being prepared’ – embracing ‘planned spontaneity’ – so we can live full lives and hopefully make a positive difference, a contribution to the world we live in. 

We hope these tools will be useful to you on your journey.

This CD-ROM is about Guiding.:
* In thinking about this ‘Tools for Change CD’, think of us metaphorically as ‘seasoned guides’ sitting around a virtual campfire – telling stories about trips we have taken and the lessons we have learned (and continue to learn) on our expeditions.  At our virtual campfire, you, the listeners, are younger guides getting ready to take groups on journeys.  We hope these stories will help you to lead safe and productive journeys.

None of us know exactly which treks we will be guiding.  We won’t, can’t and don’t want to control your future journeys. We are willing and anxious to share some of our stories.  We hope they will be useful to you as new guides with a career – and the safety of thousands of travelers in your hands.

*  Guides:  Throughout this CD, Guides refers to people - as in ‘tour guides’ or mentors or voyageurs.  A different meaning of guides refers to ‘notes’ such as a touring book.  Not here.  On this CD, we see ourselves and you as Guides taking people on important journeys.

The Role of Good Guides:  
Good Guides must be prepared for every situation, because the kind of guiding we do is not ‘in the book’.  We do not lead ‘Greyhound Bus Tours’.  We must appear relaxed while being constantly vigilant.  Our task is to guide the people on the journeys we lead with them - so they will have the best possible journey.  These are not our trips – but their trips.  We must assess ‘where they are at’, what they can do, and then take them on treks that are safe and enriching.  Most of the time it will not lead to where we might choose, but good guides ‘listen’ to the needs of their flock and respond sensitively.  

This kind of guiding is not about exploring ‘known’ routes, but rather constantly pushing the envelope so we can ‘see the limits’.  The constraint is that the ‘limits’ are determined not by the capacity of the guide – but by the capacity of the whole group.  In mountain climbing teams, it is truly a team effort.  There is clear leadership, but equally there is a deep understanding that none of this can be done alone.  This kind of guiding is about those kinds of journeys.  

The life journeys we all guide may not actually scale mountain peaks, but for each of us, there are virtual peaks and marathons – challenges that we must come to terms with.  They may be as large as world peace, or as intimate as internal family pressures.  But in our thinking, these are all challenges on the continuum of life.  

• Many people who come to ‘workshops’ and meetings do not want to change, and have come to learn how to ‘change others’.  We think good guides know that each of us must face change squarely.  This is not about changing others, but coming to terms with change with and for oneself. 

• Guides are a funny kind of servant.  We often work for ‘the rich’ and people who consider themselves ‘superior’.  However, ‘on the trail’, you are responsible for their lives.  This is a strange and temporary situation.  Good guides don’t always agree with ‘customers’, but they do treat them honourably and ensure their safety.  

• Most of the time, Guides don’t have a choice about who attends.  We take ‘who ever paid their money’.  However, some people will shift where there is the possibility of change.  In PATH, some people notice that they could change and had just never noticed it before.  Our job as Guides is to improve the odds that some constructive things will happen.  No guarantees!

• Guides, in our invitations to our own courses, we strive for maximum clarity of ‘who should attend’ so that many people self-select/deselect from the description of the event.   When you go ‘elsewhere’, you lose control of the group composition.  As a Guide, in these situations, you have very little input.  The ‘customers’ often determine the group –and your job is to ‘be the Guide’ to the group they produce.

• Notice the differences between these types of groups and groups in general.  This will affect your choice of tools and the ‘trails’ you want to guide the group on.  Do the best you can after you have read the ‘signals’.  That is all you can do.


“Here are some of the things we have learned.”


Good Guides  and Facilitators use simple occasions to create rituals and make connections.

• Get people Together:  
Good Facilitators get people together.  Just Gathering people is a very important step.  We ‘need’ to get together: to Renew, Energize, Re-enforce.  Gathering ‘like-minded’ people is a powerful thing to do.

• Create a Safe Place:  
Good facilitators must have a ‘high tolerance for disorder and chaos’.  Facilitators must be able to hold the anxiety of the group in a ‘safe place’ and let it ‘be’.

• Trust the people:   
Good facilitators must believe and trust that somehow, the capacity of the group will make it all work.  We have learned that this is a deep test of our faith. We were terrified – “Will people actually come forward?  Will the ‘topics’ be real and dramatic?  What do we do with our ‘control’ genes which are frantically browbeating us to rush in and ‘save the people’ from themselves.  Trust the people.  They have enormous capacities – if you hold the empty space for them to fill.

• Essential Ingredients:  
Organize ‘drills’ to ensure that the participants bring the essential ingredients into the room.   These include:
• Vision
• Dreams
• Gifts
• Vulnerability – a connection to our vulnerable selves.
• Interdependence  - a deep understanding/appreciation of our connections to one another.
• The Possibility for Action

• Get Diversity into the room.  
If we are interested in Inclusive Community, do what it takes to include diversity.  Our collection of friends and colleagues is shockingly diverse to many people.  It is powerful learning when people discover they can make friends and connections.  

• Ceremonial Defined Space:  
Ceremonies define spaces and can create a safe place.  It makes a difference.  It is not just a matter of ‘going around the circle’ and reciting everyone’s name. Do things to get people to ‘enter a different place’ with people.  We often have a First Nations elder do a smudging ceremony.  It creates a different safer space.  It begins an exploration of a spiritual realm.   

• Eat Together:  
Bringing lunch for others is a way to get more people ‘more into the room’.  Invite them to contribute a little of their community hospitality talent.  Eating together makes powerful connections.

• Engage All the Senses: 
The more senses we engage, the more we can make ‘regular’ space into a special and different space.  The more senses we engage, the better the learning potential.

• Focus on What Really Matters: 
The further we are able to go into what really matters to us personally, the better we will be able to see and hear what really matters to others. Then we will have the energy to move in that direction.

When we do these kinds of things, at work and at home, people have more energy and are more focused.  The important work gets done more efficiently.
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TOOLS for CHANGE
Tools for Person Centered Planning
Jack Pearpoint, Marsha Forest & John O’Brien


CHALLENGE THEME:  
This is a Training CD-ROM of Person Centered Planning tools and techniques to help you and your organization to deal with change and truly serve people in a creative, collaborative and personal manner - to set positive directions and actions in times of chaos, tension and change.

This CD ROM is an invitation to try out different tools and ways of working that enhance individual and group productivity and creativity. 
 
We have developed and used these tools for over twenty years.  They are tried and tested with groups and organizations of enormous diversity – from Manitoba to New Zealand; from Ireland to Iowa; urban and rural; rich and poor; large and small, in English, Slovenian and Inuktituk.  We have used these tools to help organizations get unstuck from day-to-day inertia.  

Too many people feel bogged down, burned out, overworked, underpaid, etc. These tools bring strong visions into focus and can liberate energy and make organizations creative, dynamic and passionate, even in turbulent chaotic times.  

These ideas are often used more in the business world than in the service of people.  We might want to think about what that says about our values – putting profit before people.  There should be no apologies for striving for excellence and nurturing creativity. 

Change is Inevitable
Growth is Optional

Person Centered Planning Tools for a New Millennium:  
Many of our familiar systems, personal and organizational, are showing signs of wear and stress.  We need to "invent" new "answers". We need to be able to review, revisit, reframe, reposition all our questions.  We need to ask if we are asking the right questions, and if we are asking them in the best possible ways.  In our quests, we cannot use old ideas and tools to invent our future.  These are NEW tools; out of the box tools, to help us create positive possible futures. 

This CD is designed for training for groups and organizations.  A family is our initial and lifelong experience of an ‘organization’.  Thus, this content is as valid for families as corporations.

Learning Organization Culture
We have a driving concern.   We would like to see organizations and groups that support the needs of people in constructive, positive, creative, life-liberating directions.  We are relentless in our quest to answer the questions:  “Can we learn to live with one another?  Can we live with grace in organizations?”  The underlying spirit of this CD draws on cutting edge research and begins the exploration of,  "How we can live with one another gracefully in our organizations?"  Thus, this is about creating whole new learning cultures in our organizations.  

This CD is presented with the focus of planning for meetings and events.  However, the real agenda is to develop a whole new organizational/team culture – a ‘learning organization’ where the ‘norm’ is constant learning and relearning at every level.  

How to Use this CD
• Many of the materials are designed to be used as components in your own presentations, workshops, events.  You can print them out, make overheads, project them with a high intensity projector, show them on a TV monitor, or use your computer screen – depending on the technology you have on hand.

• Challenge Questions:
At the end of most segments is a challenge question.  Working with a teammate, sit down and actually answer the questions.  They are your 'challenge'.  Be specific.  You can E-mail us your responses if you want feedback.  Also, feel free to try out the tools and techniques outlined in each section.  Let us know how they work for you. 

Building community isn’t easy;  
It is necessary!
	Shafik Asante


The Challenge of Change

The challenge of change is learn how to educate each other, 
hurt each other less, keep each other healthy, 
to create a more loving and peaceful world 
that will be safe and healthy for our children's children.

This CD introduces tools, issues, techniques that help us 'prepare' for the complex unknowable excursions and expeditions into change.

This is not about how to deal with problems to which we know the answer - to which the map of the terrain is already known - mapped.  This is about preparing for courageous ventures into the unknown where we don't know the outcome - or even the pathways. However, we can be prepared to welcome, to learn, from the opportunities that constantly emerge from the chaotic soup of change in which we live.

Basic Guidelines:
Take Care of Yourself
Take Care of Each Other
Take Care of this Place.

What Matters: 
People matter
Nature matters
Nothing else matters.
		Ursula Franklin, Toronto physicist

Tuhoe Wisdom (Maori – New Zealand): 

What is it in the world that really matters…
Tis people, tis people, tis people.

Wishing Never Filled a Game Bag
(wishing plus hard work gets results)

Preparations
In preparing for the challenge of constant change, this CD provides a spectrum of 'supplies' and guidelines for your journeys.

Much of this preparation is metaphorically getting ready for a trip.  You have a general direction and guidelines, but you cannot know how the trip will unfold.  Still, decisions must be made to ensure a safe and vibrant learning journey
• What kind of luggage will you take?  How much?
• Who will you travel with?
• Do we need medical shots?
 
Others have made difficult journeys before you.  There is much to be learned so YOUR journey will be the 'best possible'.  
 
This CD gives a taste of tools, techniques and processes that with practice will maximize the potential for exciting, creative and safe explorations of future possibilities.
 
This CD is about introducing person centered planning tools, techniques and processes - ideas to deal with the journey of change.  There are no ‘answers’ here. On this kind of journey, the path is unknown – in “uncharted” territory.  This is not about preparing for a  ‘Club Med’ holiday where all the activities are booked in advance.  There is nothing wrong with that kind of a trip, but this exploration of change is about expeditions where the Challenges and Changes we face are “unknown’.  We don’t know, and from where we stand now, we can’t know the edges - yet we must go forward.  
 
The only way to deal with these challenges/changes is to ‘face them’ - to ‘dive in’ - to just go there.   This CD explores tools for these kinds of expeditions.

• Metaphorical Voyageurs 
A good example of these kinds of journeys might be the expeditions of the early voyageurs.  They planned multi-year expeditions to collect furs from the 'frontiers' of the Western Americas.  They had to be prepared to meet and negotiate with people they had never met, in languages they didn’t understand, where people were not necessarily friendly.  They had to be prepared, daily, to deal with the unknown.
 
They prepared very carefully for those journeys.  They had to be ‘in shape’ physically and mentally for this test of endurance.  They needed portable food stuffs that could be kept dry, would not spoil, and could be carried for long distances.  They had to travel light and be ‘prepared’ to camp in heat, and wet, and winter, for a year or two.  Everything had to fit in a canoe - and be ‘packable’ for portages.  The planning and preparation was daunting.
 
The challenges many of us face are no less daunting and the preparations equally important.  The tools and techniques we explore are ways to prepare for these journeys where the only reliable prediction is that there will be surprises around every corner.  If we choose to be responsible, we must train ourselves, and equip each other to be resilient, creative, powerful and resourceful.  We will have to be independent and totally interdependent - simultaneously.  We will have to plan intensely, and then be totally spontaneous within our capacities.  We will learn to aim high, act as if we are in control, and simultaneously know that we have no ultimate power, but keep on struggling and living every day to the full - regardless.  
 
 This CD introduces ideas and skills that you may choose to develop and practice - for the rest of your life - Tools for living with paradox. These tools and materials have been developed, practiced, and redeveloped by John O’Brien, Marsha Forest and Jack Pearpoint.  
 
• Hudson Bay Start
The traders for the old Hudson Bay Company developed a paradoxical habit that slowed them down at the start, but in many cases, saved their lives later in the journey.  

The practice was to pack up and leave base camp, but to paddle just 2-3 miles and then set up camp for a day or two.  Everything was unpacked and re-checked in the new camp in a relaxed manner - before moving on.  This discipline meant that they could paddle back and collect for forgotten items, and then start their journey in earnest.

For many of the complex journeys we undertake, a 'Hudson Bay start’ might be a good habit, so we could 'notice' what we have missed quickly, what needs to be adjusted, before we are locked into the rhythm of our new journey.
 
• We will be Your Guides – Your Mentors
We will guide you on an introductory tour of these tools for planning and change. We cannot offer traditional ‘guarantees’.   We are not the kind of guides who know exactly where these processes will take us – where we are going.  However, we have experience from many journeys.  We have returned safely with many other travelers.  
 
From our experience, we know about luggage; companions; how to approach unknown things; how to approach new problems as we learn how to “be together” and to work together. We have developed techniques to deal with tension; we know how to find lunch; how to guard luggage; how to get a hotel; how to come together. We know how to “stay awake”.  We have tools to manage ‘sensory overload’.  We draw on skills gathered over a shared century of experiences between the three of us.
 	
As guides, we know how to take the trip.  We do not know the details of the trip we will take with you.  We do not provide a guide book tour.  Rather, we can plan with you and teach you how to get ready, to have the courage to wander and to experiment.  We can build your courage to try new things, and hopefully, also to know when it is best to just sit and wait.
 
We do not know the right answer, but we have confidence that by drawing on our experience, we can guide you through complex futures, until you are ready to journey on your own.
 
Tools for the Journey.

The processes you can pack in your mind from this CD are ways to orient yourself when we don’t have a clear map.  The kinds of journeys we prepare for have questions like:  

 	How do we live together?
	How do we educate each other?
 	How do we stay healthy?
 	How do we raise our kids?
	How do we deal with our differences and conflicts?
 
 Challenges for this kind of journey.
 
 • Bring some people that make you anxious into the process. It will make it better.  We are often trapped by our own ‘groupthink’ where we close down and restrict our own creative thinking.  By adding people with different perspectives, we can move away from being ‘cultural prisoners’ (who actively resist change) and move toward being ‘cultural architects’ (who want to build and create).  
 
 • Bring (live with) the simple confidence that if we ‘hang together’ in some new ‘frameworks’, it will invent a solution for us - in some new and wonderfully unpredictable way.  To do this, we must align enough people for long enough to allow us to actually take a first step together.
 
 • Be attentive.  Most of our complex problems do not come with a manual – or a ‘gray-line tour’ edition.  The problems like: "How we will work/live together and without killing each other?”, do not have simple answers.  You can buy a ticket for the journey, but reading the itinerary (if there is one) won’t be much help.  We have to learn to ‘be attentive’ without paying too much attention to extraneous details.
 
 • Prepare in advance.  This tour is a different kind of tour - an exploration.  We need to decide who we want to go with and what we need to take.  The longer the trip, the more important it is to do the ‘right stuff’ before you leave.  There is no Gray Line tour, and the guide book (if it exists) is of limited value. You may choose to take it in your pocket because it creates the illusion of security. 
 
In our experience, we have found these tools and tips useful.  We hope you will too.

Jack Pearpoint
Marsha Forest
John O’Brien
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Three Dances Throughout...

Throughout the Tools on this CD, there are three underlying ‘dances’ to which each of us must discover the rhythm.  

		• It Depends
		• The Balance of Paradox
		• Focus on the Right Problem

It Depends

If and when we have done the hard work to have a clear, strong Vision, one of our responses to questions can seem confusing.  Our answer often is: It Depends!  This is not 'wishy-washy' avoidance.  Rather, it is the habit of noticing that the strategy and tactics in the quest to the vision are variable.  They depend on many variables. What is not negotiable is the vision.  Our vision is to make the world a better place for all - and "All means All".  With this clear vision, there is no single route or answer.  The journey is eternally changing.

Many of us are obsessive in our search for “the answer”.  This CD will NOT give you that kind of answer.  We don’t believe there is one.  If you insist on an answer, our best attempt will likely be:  “It depends.”  Another powerful iteration of this answer is:  “I don’t know.”  This becomes a powerful foundation for joining together – to share our ignorance (and our capacities), and thus explore new solutions.  

Our reasoning draws on chaos theory, where there are likely logical patterns, but they are so complex that they evade our understanding. Paradoxically, systems change research tells us that even small actions can have dramatic effects in complex systems, which is precisely why we propose that you use these small interventions to begin the process of substantial and dramatic change.  We also know that you increase your impact by working with the parts of systems (people) that are healthy – and who are ready to change.

“Even the longest journey begins with a single step.” 
				Chinese Proverb

When one adds fractal theory, we see that some very small clearly articulated shapes (actions) may duplicate infinitely, and in time, will suddenly reach a critical mass and transform.  

With these new and hopeful theoretical foundations, we can face complex and intractable situations and organizations with hope for the future.  We hope this CD will give you a variety of achievable strategies to survive and transform the intractable problems we are all facing. 

“It depends” is not a trite response to complex issues.  Sounding overconfident when faced with convoluted situations is dangerous especially when the truth is that answers are elusive and often long term.  Paradoxically, we believe that the people who live with problems have the most information about them.  With tools and techniques like the ones introduced in this CD, people can be empowered to explore their own wisdom, identify the additional resources they need, and thus make progress on complex issues.  

Complicated situations can only be revealed in context.  Thus, although we have many generic tools – you must insert your own particular information. There is no answer up front.  The answer (if there is one) is in the process of working it through.  The key is: get unstuck; get in action.  This CD is about tools and techniques to get you into action – while still doing “no harm”.  

The right answer is NOT what we think, but rather what works for you in the situation you are in.  


The Balance of Paradox

Another underlying theme is paradox.  Throughout this CD, we try to guide you through experimental learning processes that circulate back and forth: intense localized focus and action, then stepping back to see the “big picture” – the eagle’s view.  Initially, this can be confusing, because from one perspective, your immediate action is so focused it takes up your whole range of vision, and you need that kind of intense concentration some of the time.  The other perspective is equally necessary.  It is important to see things from afar, where we are but a microscopic detail in a huge panorama.  Here we can see how it all fits together, and are able to come to terms with the paradox that our daily efforts are vital and can make a difference while at the same time they are but one small part of a much larger puzzle.  

We believe that developing the discipline to constantly shift your perspective back and forth – between close up and the eagle-eye view is a vital skill.  Both are critical.  This balancing of perspectives allows us to keep our direction true, to take ourselves very seriously, and simultaneously, to forgive ourselves for not being able to save the world in an afternoon.  After all, all we can do as humans is our very best.  

This CD introduces a range of ideas we have used and developed over many years.  They have helped us live a full life, working intensely to move the world to be a better place, one day at a time.   We hope you will use, adapt and build on this knowledge, so that your life, your organization and the world will indeed be a place where “We have learned to live together”.

Focus on the Right Problem

Perhaps the most wasteful single aspect of the North American personality is impatience.  It is a wonderful motivator for action, but when not kept in balance, it turns into the monster of “Fire, Aim, Ready.”  It can be a dangerous and unproductive waste of capacity.  In other parts of the world, the balance is differently wasteful.  People’s capacity to study and theorize is nearly infinite, while their capacity to move into action is dramatically constrained.  

We want to strengthen your capacity to be thoughtful, discerning and decisive – in action.  We want to enhance your tools and techniques to gather the appropriate information, sort carefully, and then be decisive with wisdom and humility. The actions that emerge are intended to be the best possible – given the limitations of time, resources and our personal or organizational capacities.

Focusing on the right problem before you begin is a huge step in the right direction.  The temptation to “leap then look” is dangerous.  “Going faster” in the wrong direction does not help you get to your destination.  Thus, the discipline to stop; think; and then choose your direction and action is vital.  A clear vision of your direction is critical.  That will keep you on track in spite of the obstacles on the journey.

If for some reason you are not clear about your vision or direction, and you decide to “explore”, remember that this first phase of your journey is meant to do just that – search for direction, and when you find it, different strategies may well be required.
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