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INTRODUCTION

This facilitation manual complements the REST assessment 
tool and the introductory guide. It provides practical re-
commendations on how to organize and shape the process 
and detailed explanations of the kinds of difficulties which 
may arise and possible ways to deal with those.

REST was designed to empower teams and organisations to 
take on staff care in a relational and process-oriented way. 
While it does not offer ready-made staff care solutions, the 
process it initiates is a supportive and empowering one, 
facilitating mutual acknowledgement, validation, relief/re-
lease, strategizing and solidarity. The REST tool can be used 
flexibly, according to the overall situation and needs of an 
organization/team, and the different modules and steps do 
not all have to be followed rigidly or mechanically. While 
this means that the tool has a certain degree of openness 
and adaptability, making it suitable for different contexts 
and groups, it also means that the role of facilitator is a 
more demanding one. Facilitators need to do a great deal 
of thinking before and during the REST process in order to 
make it as meaningful and productive as possible. Key ca-
pacities for effective facilitation include strong communi-
cation skills, experience in group facilitation, a commitment 
to ongoing self-reflexivity, a strong analytic ability to make 
connections across different levels of analysis, a certain 
amount of contextual knowledge, and a basic understand-
ing of organizational dynamics.

Since every group that begins this process is different in 
work content, context, and group composition, we expect 
that the specific outcomes of this process will be different 

as well. Groups vary in the way they define and prioritize 
needs, how creative they get in planning solutions, and in 
the level of external support and training they are able to 
acquire. There is no precise blueprint for what a good staff 
care plan looks like, however, a good plan always reflects 
the intention to address individual, group/team, and orga-
nizational issues in a collaborative way. This manual will 
help you, as a facilitator, to figure out what you need to 
know ahead of time, which sections of the tool are essen-
tial and which ones might be adapted, what kinds of is-
sues can be anticipated and how to prepare for the reality 
that not everything in a group process can be predicted. It 
is important to read the manual in its entirety so that you 
can navigate this process in a way that remains flexible 
to the needs of the group and that is, at the same time, 
well-structured enough to generate concrete and sustain-
able responses to the challenges they present.

In the following pages we offer an overview of what can 
be achieved with the tool and the principles underlying 
the approach. We explain the possible challenges that can 
arise when using the tool and offer suggestions for how to 
deal with them. We also discuss important considerations 
for planning the REST implementation and explain the 
main tasks of the moderators, what to consider regarding 
the settingand in relation to some of the basic dynamics 
that occur in groups and how to work with them. Finally, 
in the section offering module by module guidance, you 
will find tips relating specifically to the individual steps, 
which can assist you in the implementation of the tool.
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BASIC PRINCIPLES OF THE TOOL

Participatory

Meaningful interventions must be shaped by those they 
are designed to support. The REST tool supports organi-
zations to define their own needs and challenges, valuing 
and relying on the different expertise and experiences 
present within the organization. The approach is intended 
to both amplify voices of staff in the institution who come 
into most direct contact with suffering, injustice, and in-
security and to open an ongoing space for dialogue about 
different staff care needs and challenges across instituti-
onal roles. It is thus an overall process of empowerment, 
which strengthens communication and solidarity.

Relative well-being

We understand well-being not as an individual state of 
being (achievable through good self-management tech-
niques), but as a relationship that is consistently negoti-
ated: a relationship between oneself and one’s community 
and between oneself and broader structural conditions, 
including opportunities for development and growth, 
health, self-determination, safety/security, as well as 
possibilities for grieving, protest/dissent. Well-being is 
not about experiencing constant comfort and positivity, 
but about having and maintaining supportive relationships 
and structures that help a person to confront pain, illness, 
conflict, suffering, injustice in less destructive/oppressive 
ways. The illusion of constant positivity is especially da-
maging in contexts of war and crisis and this is why we 
speak of relative wellbeing. 

KEY OBJECTIVES OF THE TOOL

The REST tool takes a group through a series of steps in 
order to analyse, define, and meet staff care needs. The 
process begins by establishing a common understanding 
of staff care as a collective institutional responsibility. 
This means that staff care is not viewed as a luxury, as an 
add-on, or as the facilitation of self-care. Instead, staff 
care consists of integrated structures and practices that 
are considered a basic necessity, which are protected by 
the organization, and which are shaped by those they are 
intended to support. Participants then begin identifying 
needs, analyzing one difficult situation in detail to pull out 
and examine broader issues. Next, they explore a range of 
overarching issues to see how they are relevant for their 
relative well-being. Finally, the group develops concrete 
plans to meet these needs and figures out how these 
plans will be implemented.

Beyond the basic aims of assessing and defining needs 
and developing a plan for the implementation of specif-
ic staff care structures, the tool has the following key 
objectives:

  • �Develop a psychosocial understanding of staff care  
as a set of contextualized practices that respond  
to specific needs within/across all levels of  
the organization.

•	Foster dialogue within the organization, across levels, 
amplifying the voices of staff in relationship to each 
other which is essential in order to developing an 
understanding of what staff care needs exist and how 
they would most meaningfully be addressed. 

• �Begin or strengthen a process of relationship  
building, sharing, and increasing conflict capacity.

• �Begin to examine the ways grief, trauma, fear,  
anger and other difficult emotions are a part of 
one’s work and to find ways to work with them  
as well as possible.

•	Produce a list of well-defined key staff care needs 
and a plan for concrete actions to be taken.
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What this means for staff care and using the REST tool:

• �Feelings like sadness, anger, and despair are 
often seen as signs of illness or poor coping, 
but actually they are appropriate responses to 
violence and injustice.  

• �Emotions matter and they matter in/at work be-
cause they are an integral part of interacting with 
other people and are the basis for relationships 
which are at the core of psychosocial work. The 
REST tool supports staff to talk about emotions in 
a social context and as something everyone should 
pay attention to, not only psychologists.

• �Staff care is not approached as practices to 
change individuals, but as practices to address 
the relationships between structural, organiza-
tional, group, andindividual realities.

In this sense, the well-being and change this staff care 
approach wants to achieve is not only about states of being 
(e.g., how happy or depressed someone feels), but also 
about how well supported a person and/or group feels 
to develop personally and professionally, express difficult 
emotions, confront and transform conflict, reflect meaning-
fully on their work, make decisions and act, and/or set 
boundaries. In short, it is about their capacity to stay in 
relationship as much as possible in a difficult context.

Psychosocial

The REST tool relies on a psychosocial understanding of 
well-being (as described above). From a psychosocial 
perspective, well-being has to do with the relationship 
between inner realities (e.g., feelings, beliefs, values) and 
external social realities. This means understanding how ex-
ternal circumstances shape inner realities and how inner 
realities can affect external circumstances. The REST pro-
cess supports participants to make these connections in 
reference to challenges that come up in their work. Specifi-
cally, it asks participants to analyze issues across different 
dimensions (subjective, material, group, power to act) and 
to examine key psychosocial realities in fragile contexts 
(fear, trauma, grief, anger) in order to develop a compre-
hensive definition of staff care needs that is not limited to 
the individual level but encompasses the organizational 
and societal level as well and aims at developing a con-
crete plan that involves ongoing processes at all levels.

A psychosocial understanding of well-being is important 
for making sure that problems are not individualized, but 
seen as belonging to the relationship between a person 
and their environment,  and for helping people to identify 
where/how they might be able to take action to transform 
challenges and conflicts. There are many reasons why this 
psychosocial linkage is not always obvious in day to day 
work and highlighting these connections when they appear 
is a key task of the facilitator.

Conflict-sensitive

We understand conflict as a social and relational reality 
that is neither good nor bad, in and of itself.  What can 
be damaging is how conflicts are carried out. The REST 
approach is conflict-sensitive in that it takes conflict as 
context, as content, and as a capacity.

Conflict as context

The REST approach assumes that staff care for people work-
ing in conflict cannot ignore conflict realities. Sustaining 
relative well-being in the context of conflict requires a 
frame for understanding and working with the ways broad-
er social and political conflict gets inside you and the ways 
you and your organisation become part of the conflict. Good 
quality work and, correspondingly, good staff care, requires 
building reflective capacity on how one’s work affects and 
is affected by the conflict and how one is positioned in 
relation to the conflict.

Conflict as content

The REST tool asks groups to analyse a conflict situation 
across four psychosocial dimensions (subjective, material, 
power to act, group). Looking carefully at a conflict situa-
tion in this way helps participants to identify and under-
stand opposing needs, interests, values, and objectives that 
affect wellbeing in work and beyond.

Conflict as capacity

The REST approach assumes that conflict capacity, that is, 
the capacity to tolerate discomfort and engage construc-
tively in conflict, is a key skill for individuals and groups to 
navigate change and development. Conflict capacity tends 
to be reduced in times of broader insecurity or violent con-
flict. Often conflict itself is seen as the real problem and 
not the way it is carried out. The REST tool supports groups 
to approach conflicts, not as threatening disputes to be 
avoided or silenced, but as tensions that offer possibilities 
for development and transformation.
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WHAT TO EXPECT 

As a facilitator, you will guide the group to identify a num-
ber of overall challenges in their work, to analyze one of 
these challenges in depth in order to elaborate a list of key 
staff care needs, and to develop a concrete action plan to 
address these needs. You can expect that the process will 
begin to foster feelings of relief by acknowledging chal-
lenges and conflicts, feelings of recognition by opening up a 
space for supportive communication across organizational 
levels, and feelings of empowerment by engaging in collec-
tive analysis and strategizing.

At the same time, because this process is long and requires 
active emotional and intellectual engagement, there are 
certain difficulties and tensions that are to be expected 
throughout. One thing you can expect is that many people 
will not be used to this kind of participatory process (even 
if this is how they themselves work with communities) or 
to this kind of psychosocial discussion. They might not be 
used to spending this much time talking in detail about a 
specific difficult situation. It might also be a new experi-
ence to sit in a room with people from different levels of 
the organization and to speak in an open way about chal-
lenges. As a result, people may feel insecure about how or 
how much to engage at first. These insecurities are normal 
and some of the forms they commonly take are described 
in what follows. It is important that the facilitators ac-
knowledge and work with this uncertainty, building trust 
and engagement over time. 

Common fears
Fear of making conflicts worse by speaking about them
Many people avoid talking about conflicts because they are 
afraid of making them worse. However, just because a con-
flict is silenced, doesn’t mean that it’s not there, or that it’s 
not being acted out, or that no one is being harmed by it. 
The destructive potential of conflicts is not in the fact that 
they exist, but in how they are carried out. The REST tool 
supports participants to engage respectfully and proac-
tively about conflicts as opportunities for development. For 
this to happen, it is essential that the facilitators protect 
the participants from comments that judge, blame, shame, 
and/or degrade and protect a way of interacting with each 
other in which feelings can be discussed and vulnerability 
can be shown.

Fear of appearing weak or unprofessional
As the facilitator, you are in a good position to, from the 
outset, challenge the idea that professionality is connect-
ed to always showing strength and positivity. You can do 

this by presenting the protection of vulnerability as a key 
objective of staff care and by presenting yourself in an 
authentic way (see the section on Basics of Facilitation for 
more on professional authenticity). Throughout the process, 
you can counter negative value judgments and negative 
self-judgments, validating people’s expressions of vulnera-
bility, emphasizing the professional value of feeling(s), and 
reframing weakness as a strength in an insecure situation, 
for example by showing how saying, “I’m scared and don’t 
know what to do” is an important way of avoiding mis-
takes and harm caused by taking action without enough 
information.

Fear of speaking up across hierarchies
Don’t push people to overcome this fear too quickly. People 
often have a legitimate sense of what they are safe to 
share. It is not necessary that everyone shares everything 
they have in order to have a meaningful and generative 
discussion. It is important to acknowledge that speaking 
up in front of management can be difficult for frontline 
staff and that sharing vulnerabilities in front of their staff 
can also be intimidating for management. Working actively 
and transparently on building a climate of mutual trust is 
critical (see the section on Basics of Facilitation for more 
on establishing safe spaces).

Fear of being criticized/judged by others
It is normal that people feel nervous about sharing vulne-
rabilities for fear of being judged. It is not only frontline 
staff who might feel they risk being judged by manage-
ment, but also management who might feel anxious to open 
themselves up to potential criticism from front line staff, 
especially when organizational issues are on the table. As a 
facilitator, it is important to stress that the group is here to 
try to understand each other as best as they can and that 
understanding doesn’t mean you have to agree. Creating a 
non-judgmental setting is not about banishing judgments; 
it is about helping people to be aware of judgments and 
assumptions as they arise and not pushing them on others.  

As a facilitator, it is important to actively protect the per-
son who is sharing a difficult situation from value judge-
ments. Sometimes this can be done in a subtle way, for ex-
ample by showing an alliance with the narrator by standing 
or sitting alongside her/him and by sharing appreciation for 
his/her openness, and sometimes this will require more ac-
tive intervention, asking someone to rephrase/reframe their 
comment or interrupting someone who is saying something 
harmful, for example.
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Common frustrations
This process doesn’t offer a training in self care techniques or 
a recipe for how to do staff care 
This is true, the process doesn’t offer a standard recipe for 
self or staff care, but participants do develop real experi-
ence in how to understand and tackle staff care issues in 
a participatory way. Although the REST tool is not a staff 
care solution, as the facilitator, you can emphasize that 
part of what this process can achieve is an opening or 
strengthening of communication and participation in the 
organization, which is a key task of staff care. The kind of 
communication this process tends to foster is also impor-
tant in that it offers the possibility of acknowledgement: 
acknowledgement that we are all affected by the suffering 
we encounter, that our work is seen, and that our emotions 
are legitimate.

In the preparation phase, it is important to make sure that 
all participants, not only management, will understand 
ahead of time what this workshop is really about, what it 
involves, and what it is not.

Many problems are discussed, but not all problems are solved 
It‘s important to recognize that not all problems are solv-
able. However, even problems without solutions can have 
better ways of being managed and worked with. It’s critical 
not to discount the importance of acknowledging and exa-
mining problems in terms of the sense of relief this recog-
nition can produce and/or in order to initiate a meaningful 
change process. As a facilitator, you can discuss upfront 
how important it is to really understand the problem you 
want to solve before you start trying to solve it. You can 
use the metaphor of a doctor prescribing medication 
without taking the time to do a thorough examination and 
diagnosis. Throughout the workshop, you can highlight how 
the definition of the difficulties are changing as the group 
analyses the problem situation in more depth.

Help the group stay realistic about their expectations of 
the process and be clear that meaningful staff care, just 
like meaningful self-care, isn’t only comforting, but also 
involves some challenging work.

It is a long process that is sometimes tiring and 
emotionally demanding
There will be moments where everybody is tired and drai-
ned. When this happens, acknowledge the participants’ 
feelings. If the group’s energy is especially low at certain 
points, you can take a break or lead a short energizing ac-
tivity to help to regain focus, to reconnect to the moment/
the body, or to alleviate a bit of tension. It is important that 
you be thoughtful in choosing the type of energizer and the 
moment to do it. You do not want to inadvertently belittle 

the significance of what somebody has shared by diverting 
the group into a humorous energizer, for example. Continue 
to reassure the group that the facilitators are there to sup-
port the process and that ultimately, they are the ones to 
direct it. Stay in touch with the group about how they are 
feeling throughout.

Common tensions
Someone speaks pain, vulnerability, or insecurity out loud in 
the group for the first time 
The first time someone opens up in a group that isn’t used to 
sharing difficult emotions, the group often tries to silence, 
dismiss, neutralize, or invalidate the expression of vulner-
ability. It is important not to let such moments simply go 
by and it is critical to protect the person who has shared. 
You can reflect the particular dynamic back to the group 
(e.g., “I noticed I felt a bit tense there all of a sudden”), ask 
them what they make of it, and offer your own reflections. 
Note the resistance of the group in a non-judgmental way.  

A conflict that has been supressed or muted until now is 
spoken out loud
Conflicts are not likely to be resolved in this process, but 
they can begin to transform. The REST process can offer 
the chance to acknowledge that a conflict exists and to 
figure out together what is at stake, what interests and 
needs belong to the conflict, and what might be required in 
order to confront it in a more transformative way. A silent 
or suppressed conflict does not mean no one is affected or 
harmed by it. Speaking it out loud is a first and necessary 
step to being able to work on it in less destructive ways. 
Nonetheless, it is important to respect and protect anyone 
who feels unsafe to discuss. In these cases, you can ack-
nowledge what has been brought up as a conflict, summa-
rize what appears to be at stake, and affirm that there isn’t 
enough security yet to go further.

It doesn’t always feel good while you are exposing problems 
and examining difficult emotions
If you are working as external facilitators, acknowledge 
that it isn’t easy to “air dirty laundry” so-to-speak in front 
of outsiders. It also isn’t easy to do in front of each other 
because of the fear of appearing unprofessional or weak 
and the fear of being blamed. Often when a problem is 
‘exposed,’ it is already known and is just not talked about 
openly. Instead it is usually the subject of gossip, rumours, 
and speculation. If the process of opening up problems is 
well contained by the facilitators by offering recognition 
and being sensitive to boundaries, this process can also 
be rewarding. As facilitators, keep the goals of the process 
in focus throughout: really understanding the difficulties in 
order to develop practices that sustain relative well-being.  
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Feelings and reactions are expressed indirectly
Communication is always happening, even in silence. It is 
important to pay attention to the ways people may ex-
press their feelings or reactions in indirect ways, becoming 
preoccupied with one’s cell phone, frequently leaving the 
room, or falling asleep, for example. Signs of inattention, 
restlessness, or fatigue are often assumed to signal bore-
dom, disinterest, or hostility, but they could just as well 
signal nervousness, sadness, or emotional overload. Addi-
tionally, it is possible that someone feels bored or hostile 
because they are emotionally overwhelmed. As a facilitator, 
it can be easy to fall into the trap of assuming these are 
signs of disrespect toward you or other group members, 
either addressing them as forms of disrespect that should 
be corrected or ignoring them in order to avoid feeling hurt. 
Instead, it is important not to make assumptions about 
what is being expressed and rather to make clear obser-
vations about what you notice and to ask the group openly 
how they are feeling and where these feelings are coming 
from. It is normal that dynamics of resistance or avoidance 
appear when a group is dealing with difficult issues and 
emotions and it is important to pick these up as well. 
Sometimes a participant might approach a facilitator one-
one-one to express something they do not feel comfortable 
sharing in the group. This might be more likely to happen 
in the beginning of the process because participants might 
be distrustful of the group. It is important to hear a person 
out, but to be clear on the limits of what you are able to 
do outside of the group context, and to avoid giving the 
sense of forming a secret alliance. It is important to dis-
tinguish between personal issues that really do require a 
private space for sharing and issues that actually belong 
to the group discussion. If it is a personal issue, you can 
engage, listen, and acknowledge, but it is very important 
to be clear on your limits as a facilitator and not a private 
therapist. If the issue is one that does belong to the group, 
see if you can figure out with the person whether there are 
any aspects of what they are experiencing that they would 
be comfortable to share with the group and/or what could 
help them to feel more secure.

Common facilitator pitfalls
Wanting to solve all problems on the spot
This is neither possible, nor is it desirable. The REST tool 
should help groups identify their own challenges and de-
velop their own tailor-made solutions. The kinds of prob-
lems identified in the REST process require ongoing atten-

tion beyond the workshop. It is not the facilitators’ task to 
find solutions, but rather to support a thorough analysis, 
attainable and sustainable solutions, and the development 
of collective ownership of the REST process and beyond 
- a facilitator that solves all the problems disempowers 
the group. Again, it is important to keep in mind that not 
all problems have solutions and not simply because some 
problems are so complex or that a solution is out of reach 
(which is also often the case), but because so frequently 
in this work, the problems staff face refer to relationships 
(with oneself, with one’s colleagues, with one’s clients). Re-
lationships are not something to be solved, but something 
that can and should be developed.

Wanting the participants to be happy the whole time
This is an understandable desire that also connects with 
participants’ expectation that staff care should have an 
immediate effect on one’s happiness and level of stress. It 
is important not to see tensions and conflicts in the pro-
cess as signs of failure. It is important to pay attention to 
these dynamics, to acknowledge them, to approach them 
respectfully as openings for real contact with one another 
and spaces for change and development (personal, profes-
sional, group, institutional).

Pushing too hard for emotional breakthroughs
It can be extremely rewarding when a group develops 
enough trust to open up and share expressions of vul-
nerability with one another. However, as facilitators, it is 
important to respect when people remain more distant or 
quiet and to not over-emotionalize the content or to press 
too hard for people to open up and show particular signs of 
emotion. Emotion can be expressed in many different ways, 
directly and indirectly, and it is important to be attentive 
and responsive to what is in the room and not push for 
what one expects or hopes to see/hear.

Each of these common pitfalls has to do with the impor-
tance of recognizing the demands, the responsibilities, and 
the limits of the facilitator’s role and their relationship 
with the group and the organization as a whole.  Avoiding 
or overcoming these pitfalls requires ongoing critical self-
reflexivity, that is, consistently paying attention to one’s 
own wishes, interests, assumptions, position, and personal 
history and what role these play in shaping the process 
and its dynamics.
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The following describes important aspects to be considered 
when planning the workshop.

Establishing contact with the organization
It is essential to establish a good relationship with man-
agement and to establish organizational commitment. To 
do this, of course, there must be an introduction in which 
facilitators and management get to know each other and 
the REST approach and the roles of the facilitators are ex-
plained. Furthermore, the process requirements should be 
made clear and transparent (e.g. time commitment, readi-
ness to talk about problems) and a memorandum of under-
standing (MOU) should be signed by both sides. The MOU 
does not have to follow a specific template and should 
be drawn up according the specifities of the organization, 
clearly laying out what the institution wants and what the 
external support will do.

Understanding the organizational context and work content 
is important and the more familiar the facilitators are with 
this context/content, the better. Some aspects of the or-
ganisational context and work content that are important 
to have a sense of include:

• Services and service-users
• Mission, mandate, key values
• �Staff composition (age, sex, work experience, 
background, etc.)

• Roles and responsibilities 
• Variety of work tasks and demands
• Staff care structures, experience with staff care
• �Are there any current issues that concern
�the organization?

• �Have there been any recent changes/are  
changes to be expected?

• What is the organisation’s motivation to initiate 
  this process and what are their expectations?
• Are there conflicts in the group?

How much of the REST-tool to use
You should decide ahead of time, with input from the or-
ganisation, whether it would be best to use the REST tool 

in its entirety or whether there are specific components to 
focus on. This decision will depend on a variety of factors, 
including your own knowledge and capacity, the amount 
of time the group has, what the group has already done 
related to staff care, etc.

Who should participate
This process is designed, from the outset, to initiate a di-
alogue between front line staff, middle and upper man-
agement, emphasizing the needs of those working on the 
front line and ensuring a commitment from management 
to protect and implement what is planned. Therefore, in a 
group of maximum 18 people (in a larger group becomes 
increasingly difficult to have discussions in which everyone 
can participate), most of the participants should be front 
line staff with a few participants from middle and upper 
management. All participants should participate on equal 
terms, in the sense that they are expected to share their 
own experience, thoughts, and feelings. Management is not 
there to observe or to receive suggestions, but to engage 
in a mutual exchange, as people engaged in similarly chal-
lenging work, albeit from a different position.

Single or Co-facilitation
We strongly recommend co-facilitation. Although it is pos-
sible to facilitate the REST implementation alone; it is an 
intensive process that demands consistent intellectual 
and emotional engagement. Being able to alternate taking 
primary responsibility for different components is a great 
advantage. Facilitation of this process is not simply the 
moderation of the discussion, but also requires consistent-
ly and meaningfully synthesizing the group’s analyses in 
order to support the development of clear definitions of 
staff care needs and of a corresponding and concrete staff 
care plan. Doing this well is much easier when you have 
a co-facilitator to consult with. Additionally, having a co-
facilitator greatly eases the task of detailed documentation 
of the process, as one person can take notes while the 
other facilitates.

Language interpretation
If participants do not speak the same language as each 
other or as the facilitators, it is important to have exter-
nal and professional interpretation whenever possible. 
Even when participants have good competency in the 

WHAT TO CONSIDER WHEN SETTING UP THE 
REST WORKSHOP
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other language, in such a process it is important that 
everyone has the option of speaking and processing in 
their first language. In these cases, interpretation should 
be arranged.

Some decisions about the appropriateness of simultane-
ous versus consecutive interpretation need to be made. 
Our experience has been that when the group and facili-
tators don’t share a common language, it’s effective for 
everything the facilitators say to be interpreted consecu-
tively and for everything the group says to be interpre-
ted simultaneously. If there are participants who do not 
share a common language, all interpretation should be 
done consecutively.

Whenever interpretation is necessary, it is important that it 
be precise. Interpreters should be asked to interpret eve-
rything directly in a person’s own words and voice (e.g., 
using “I”) and never to summarize, censor, “tidy up” or add 
to what someone has said. The facilitators should speak 
in shorter turns than may initially feel natural in order to 
facilitate precise interpretation. Ask participants to inter-
ject when they don’t understand something or if they think 
something has been interpreted incorrectly. Good interpre-
tation is difficult and emotionally demanding work and is 
a very important part of building and maintaining trust in 
an intensive process. Be sure to thank interpreters for their 
work in front of the group and check in with them to see 
how they are doing before they go at the end of each day.

Setting
Establishing a securing setting is a key task of facilita-
tors. Many of the recommendations here may seem like 
minor details, but are crucial to creating a trustworthy 
setting, particularly in an insecure context. Regardless 
of where the workshop is held, the room should be large 
enough to sit comfortably with all participants in one 
large circle and in small breakaway groups. Chairs should 
be arranged in a circle with nothing (e.g., tables) in be-
tween participants. To maintain a safe and confidential 
sharing space, an effort should be made to prevent inter-
ruptions into the room from people who are not partic-
ipating (including venue staff, for example, if the work-
shop is being held externally) while the workshop is 
ongoing. Cell phones should be turned off throughout. 
Breaks are also an important part of the setting and give 
the opportunity to enter into a less formal exchange with 
the participants.

The group can decide whether this process takes place 
in-house or at another location. Certainly, it may be more 
affordable and practical to conduct the workshop at the 
organization. It may also have the advantage of, from 
the outset, not sending the message that staff care is 
a topic only dealt with outside of work. However, hold-
ing the workshop off premises usually guarantees fewer 
work-related interruptions and distractions and sends the 
message that the organization is eager to dedicate time, 
space, and money for thinking about staff care.
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MAIN TASKS OF THE FACILITATORS

As facilitators, your fundamental task is to establish a 
real relationship with the group, foster a vivid and en-
gaging atmosphere, to contain the group process, and to 
protect the structure of the workshop. It is critical that 
participants feel genuinely invited into a collective pro-
cess of envisioning and implementing staff care that is 
meaningful for them. Some specific considerations for do-
ing this effectively are summarized below.

Guiding the group through the process 

•	Facilitate the conversation by summarizing, 
condensing, and guiding clearly from step to 
step: Make the progression of steps clear and 
coherent, keep the group on topic, and when 
transitioning from step to step, highlight where 
the group is in the process and where they  
are going next.

•	Finish each step with a summary and check 
in with the group to see if you’ve understood 
correctly and/or if something important is 
missing. When you summarize: include agree-
ment, disagreement, interests, feelings, and 
wishes. Summarizing can also be helpful when 
a conflict arises, not only because it can clar-
ify different perspectives, but also because it 
can help people feel heard and understood and 
can slow the pace of the conversation which 
canhave a deescalating effect.

•	Keep to the allotted time frames. Good time 
management is not simply a practical issue,  
but also a relational one, creating a secure 
framework and building trust. The participants 
see that they can rely on the facilitators.
- �Explain that respecting starting and  

ending times is a crucial piece of the  
participatory process and of establishing  
a trustworthy space

- �Begin on time (when this is not possible, 
comment on why you are waiting)

- �Give an overview of the steps you will cover 
and stick to this plan

- Take breaks as scheduled
- �For group work, announce the time allotted 

and announce when a few minutes are left  
so that people can adjust

When running short on time, address the time pressure 
and how you want to deal with it. Write down any pending 
issues so that they can be worked on at a later time. 
Sometimes issues or dynamics come up that require more 
time and attention than planned and a certain degree of 
flexibility is useful in these cases. When this happens, 
facilitators can explicitly allot a specific amount of time 
to take up the presenting issue, while ensuring that the 
overall time frame remains steady and reliable.

Supporting the development of the 
group’s analysis

The REST process requires that facilitators take responsi-
bility not only for its basic moderation, but also for sup-
porting the group to develop a clear problem description 
and a strong analysis of identified challenges and to build 
a corresponding plan. As such, facilitators should share 
their knowledge about staff care issues and practices 
and offer their thoughts and observations on the deve-
loping analysis at key moments. When the group is at 
an important point in the process (a conflict, a discus-
sion, a decision, etc.), facilitators should not only help to 
constructively carry on the process, but also offer their 
reflections and information to help them move forward; 
pointing to issues or aspects that may be more visible 
from an external perspective, examples of similar cases, 
ways of approaching a specific topic, possible advantages 
and disadvantages of a particular approach, and so on.

Although facilitators should offer their reflections and 
share their particular expertise, this should always be 
done within a participatory frame. Facilitators should con-
sistently check with the group to see whether their reflec-
tions and interpretations make sense and feel relevant, 
without assuming that all participants share the same 
perspective. The group should be given clear opportunities 
to doubt, to contradict, or to reframe what the facilitators 
bring in. Facilitators are not there to educate participants 
about their own realities, but rather to exchange produc-
tively from different vantage points in order to generate a 
good collective analysis of work challenges. Each of the 
participants holds significant expert knowledge in their 
work and organization, so it is neither necessary nor use-
ful for the moderators to provide what they might believe 
to be all the answers. Facilitators are not present to take 
on the role of expert and, rather, are there to accompany 
the collective process of the group.
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Supporting a participatory frame

The goal is for all group members to actively participate in 
a process that engages different perspectives and values 
different forms of expertise in order to collectively develop 
a meaningful, relevant, and sustainable staff care plan.

In order to involve all the participants, the following as-
pects are important:

•	Foster a safe and supportive environment:
It is to be expected that most groups will begin with at least a certain degree of insecurity. You should 
expect that not only frontline staff might feel nervous to speak in front of management, but also that 
management might feel anxious about opening up in front of frontline staff. In some cases, there may be 
participants who feel it is simply not safe enough to share openly or honestly. A space does not become 
safe simply because you declare it so, even if everyone agrees. Safety is something that is built over 
time and with experience. Acknowledge this and explain that confidentiality is something we construct 
step by step, although it is something everyone should commit to. Encourage everyone to share in a 
way they feel is comfortable and express the hope that trust will be strengthened over time. It’s also 
important to recognize that a group process is not hindered by some level of holding back. By no means 
is it the goal of the process to have everyone divulge all their inner thoughts and feelings, but rather to 
get people into authentic contact as much as possible in order to have meaningful exchanges that lead 
to meaningful staff care interventions.

• Keep conversation going in a constructive manner and balance participation:
- �If many want to talk, propose a sequence of speakers to follow.
- �If many remain silent, ask open questions, build on experience, offer examples, endure silence, and 

reflect together. Create opportunities for those who aren’t speaking as much to get involved.
- �If a few participants are dominating the discussion, the other participants might become either 

passive or aggressive. What you can do: Involve people who send non-verbal signals: „I see you are 
frowning. What is your opinion on this subject?”

- �Interrupt those who are more dominant in an appreciative way, for example, „I have the impression that  
you are very committed to this topic and have a lot to say about it, but now I would also like to hear  
from the other participants.“

•	There are, of course, some ways to begin to foster trust and a sense of safety, including:
- �Making sure participants know ahead of time what to expect from this process, including the motivations 

and expectations of management for engaging in this process in the first place
- ��Addressing fears and insecurities when they come up, asking the group what they think could be done 

with these Establishing ground rules and revisiting these (including having agreements about how to deal 
with the issue of confidentiality)

- �Promoting constructive, appreciative, resource-oriented communication
- �Actively protecting participants, especially the participant whose situation is being analysed (for example, 

by giving them the final word after solutions are suggested)
- �Following the principle: “disturbances take precedence”. Disturbances are a normal part of the process 

and can give us important information about the state the participants are in. Disturbances refer to any 
instance in which the group process is impeded (e.g., fatigue, side-talks, restlessness). Address the 
disturbance, try to find out the reason, and then respond, for example, by offering a break, changing from 
input to discussion, explaining unclear aspects of the workshop, and so on.

- �Attending actively to participants, not just paying attention to what they say, but also to their non-verbal 
signs is always useful. Verbalize these observations, for example, “Nour, I‘ve seen you nodding to what 
Iman said – does what she said resonate with you?”
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Secure spaces for reflection 
during and following the REST process 
for the facilitators

Make sure you have reflection spaces for yourself following 
the workshop, for example, in the form of supervision, in-
tervision, follow-up talks with your co-facilitator, etc.  It 
is also important to build in time for reflection during the 
workshop to reflect on your feelings, actions, attitudes, and 
your effect on the process.

Some questions you might explore include,
• �How well am I guiding the group through the 
process? What could I change or enhance?

• �Are my expectations realistic? Are there ways 
I am putting too much pressure on myself?

• �How well am I supporting the group’s  
ownership of this process?

• �What is my attitude towards the process and 
towards the participants?

• �Are my boundaries adequate?  
Am I respecting my own boundaries?

• �How is the group reacting to me?
• �Do I have the support I need to cope with 
the difficult feelings this process can 
provoke in facilitators (e.g., helplessness, 
hopelessness, exhaustion)? 

Your feelings are an important tool for reflection. Paying 
attention to your feelings can help you to remain aware 
of your own boundaries (see section on boundaries in the 
following section “Helpful attitudes for facilitation”) and to 
better understand them in the group. Reflect on your feel-
ings in relation to the group process; for example, if you 
feel confused or dizzy during a group discussion, it can be 
an indicator that something important is going on in that 
discussion that deserves more attention.

Documenting the process and assuring 
the flow of information

The facilitators should document the process of the whole 
workshop as a memory aid for the participants, in order to 
highlight important insights, to give an overview of what 
has been done and as a support for providing information 
to the rest of the team who hasn’t participated (discuss 
with the participants beforehand with whom this report 
is ought to be shared). At the end of the workshop, the 
motivation is often still very high, but it quickly fades away 
when people get back into the daily routine, so it is best to 
send this report as soon as possible.
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HELPFUL ATTITUDES FOR FACILITATION

Boundaries and how to establish 
a trusting relationship

Part of establishing a trusting relationship is making your 
role and limits clear and transparent. Clear boundaries 
help to ensure security by offering structure and predict-
ability. Certain personal and professional limits are impor-
tant to make clear in this kind of process, for example, 
that facilitators are not present in a therapeutic capacity 
and are not there to provide solutions. Some boundaries 
are more obvious (e.g., legal and professional standards) 
and others are more nuanced and context-dependent. Many 
boundaries differ from person to person, from situation to 
situation, and need to be established together in an open 
and ongoing process. It is important to open up what might 
be considered “cultural” boundaries (personal space, taboo 
topics, cultural and religious manners, etc.) for discussion 
and not to assume that everyone in the room shares the 
same beliefs or practices, while, at the same time, respect-
ing individual boundaries. The facilitators should establish 
a relationship and setting that is warm and personal, while 
paying attention to differences in how ‘friendliness,’ ‘open-
ness,’ and ‘respect’ are constructed and perceived by indi-
viduals in different contexts and in different positions.

Because the REST process engages with challenging situa-
tions and difficult emotions, it is important to not only pro-
tect the boundaries of participants, but also to protect your 
own. This means that you are conscious of your feelings, 
of how they relate to the group process, and that you can 
integrate relevant information into the group discussion.

Authenticity and professionalism

Authenticity and professionalism are often thought of as 
contradictions. In fact, authenticity is an integral part 
of professionalism. The relational dynamics between the 
group and the moderators are immensely important. For the 
group to start trusting the facilitators and build a mean-
ingful connection, the facilitators must be authentic. It can 
be difficult to be authentic because we may have been 
socialized to hide our emotions, imperfections, and vulner-
abilities. Also, we may be afraid jeopardize our status as 
experts and lose control over the process. It is likely that 
most of the participants share these fears in their work. 
So, when a facilitator strives to be authentic, not only does 
it allow a better connection to develop with participants, 
but it can also serve as an example for how to deal with 
emotions, imperfections, and vulnerability in one’s work. We 

talk about protection of vulnerability as a key element of 
staff care – doing this ourselves puts it into action right 
from the beginning.

What do we mean by being “authentic”? It is important not 
to deny feelings and to pretend that we are, for example, 
relaxed, if we are not. Others are likely to pick up on how 
we feel anyway. Our feelings often give us important clues 
for the group process. If we reflect on this and bring this 
reflection into the group, it can be very helpful for the 
process. Examples of authenticity in the workshop could 
include: allowing yourself to show feelings (e.g. to cry when 
you are deeply touched), acknowledging when you don’t 
know something, being clear when you haven’t understood 
something, or being transparent if you have made a mis-
take, and being open for critique. 

The participants and the group process always have pri-
ority. When you bring in your feelings, it is always with the 
aim of supporting the group process and within the context 
of your professional role. Don’t disclose personal informa-
tion too early or too often in order to not overburden the 
participants. The participants should not feel responsible 
for or burdened by your feelings. Reflect on your behaviour 
and how it affects the individual participants and the group 
process. If your emotions are so strong that you are no 
longer present for the participants and the process and 
need help yourself, then this leads to a role reversal: the 
participants take care of you, which can lead to overbur-
dening and fear. If something like this happens, you can 
check in and coordinate with your co-facilitator about how 
to proceed. Maybe you need to pause for reflection, or just 
a moment in which the other takes over the moderation, 
for example.

Illusion of neutrality and necessity of 
multidirectional partiality

It is often suggested that facilitators be neutral towards 
the participants, the process, and the outcome. However, 
neutrality is an illusion. We all have particular standpoints, 
shaped by life history, ethnicity, religion, gender, abilities, 
etc., that influence our perceptions and that also shape how 
we are perceived by others. Recognizing that we can never 
be neutral is the first important step in dealing adequately 
with our assumptions, judgments, and biases. Instead of 
neutrality, we aim for a multidirectional partiality approach 
and an attitude of appreciation towards all participants. By 
multidirectional partiality, we mean that the facilitators are 
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not aligned with one person / group, but connect empathet-
ically with all participants and seek equal participation in 
the process and for everyone to be heard. Sometimes it 
makes sense to support certain participants / groups of 
participants in order to ensure that everyone can be heard 
and represent their interests, for example, by representing 
their concerns as a proxy, protecting participants from in-
sults and judgments, etc. This may be necessary if there 
are clear power asymmetries, such as hierarchies, number 
of people, or rhetorical skills. It is important that this par-
tisanship is short-term and transparent. Nobody is free of 
biases, but there are ways to deal with and work on your 
own biases to reduce the chance that they dominate and 
shape the dynamic: 

Self-compassion and care

Facilitating this process entails taking on some of the same 
challenges and risks that the participants face in their 
work (e.g., secondary trauma, desire to appear all-knowing 
or to feel permanently strong, working without limits, trying 
to solve all problems). It is normal to experience a range of 
difficult emotions during this process, self-doubt, insecu-
rity, grief, frustration or anger, for example. It is important 
to engage with these emotions, to resist the tendency to 
relativize them, and to take the obligation for self/collec-
tive care seriously.

• ��Familiarize yourself with different forms of discrimination and reflect on your own experience, 
attitudes, and behaviour

• �Find spaces to reflect on the facilitation (supervision, intervision, written reflection, debriefing with 
your co-facilitator, etc.)

• Seek feedback from participants and take it seriously
• Work with co-moderation to increase reflexivity and diversity
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BASICS OF GROUP DYNAMICS

Working with groups is different than working with indi-
viduals. Groups have particular ways of working, thinking, 
and feeling together and these are understood as group 
dynamics.

A very basic assumption of group dynamics is that the 
whole is greater than the sum of its parts, that is, that 
the characteristics of a group are different from the sum 
of the characteristics of the individuals in that group. 
What this means in practice is that there are dynamics in 
every group that cannot be understood as simple, observ-
able transactions between the individual group members. 
As a facilitator, it is important to understand the kinds of 
dynamics that a group can produce, especially stages of 
group development, issues of power and hierarchy, pro-
cesses of emotion within the group and between the group 
and the facilitator (transference and countertransference), 
as well as how these dynamics are intertwined with one 
another. In what follows we briefly describe these dy-
namics and how they relate to the REST process.

Stages of group development

All groups experience different stages of development 
which have different implications in terms of roles, inter-
personal interactions, and power structures. Although the 
stages do not appear mechanically one after the other, it 
can be helpful to recognize them when they do appear. 
Being able to recognize these stages can be helpful in 
understanding, interpreting, and working with the various 
issues and dynamics they tend to generate. There are five 
stages and each one is summarized here1.

During the first stage (forming), group members are more 
distrustful of one another and look to the assigned leader 
for direction, guidance, and other forms of security. Group 
members tend to be agreeable since they are concerned 
with inclusion in the group and try to avoid anything that 
could result in rejection. In the context of the REST work-
shops, you are typically starting with a double group reality 
in terms of forming. On one hand, the participants usually 
already know each other, and in this sense are not a new 
group. On the other hand, it is usually the first time they 
come together to work in this configuration and with facil-
itators they might not already know. This double group 
reality means that facilitators should be prepared to inter-
vene in the group developmental processes of an existing 

group and to deal with the uncertainties of a newly formed 
group. During the second stage two (storming), interper-
sonal interactions become more confident, assertive and 
substantive. Conflicts due to different perspectives and 
disagreements start to arise and conformity declines. In 
the context of REST workshops, you might find that the 
group expresses conflicts and difficulties they have with 
each other more clearly and that they question the fa-
cilitator more directly. Storming could also appear as a 
nice and intensive working atmosphere where everyone is 
really engaged with the process of developing staff care.  

During the third stage (norming and trust), interactions 
become more anchored in trust and openness among the 
group members. The group’s sense of security also increas-
es as the members start trusting that other members 
are being candid about their feelings and beliefs. In the 
context of a REST workshop, collective reflection and 
working together on conflicts hopefully generates a cer-
tain level of trust and openness that will be more defini-
tive of how the group works and feels together in the final 
stages of the workshop and in follow up meetings. It might 
be important to consider how new belongings formed in 
this stage can affect other individual or group relationships 
across the broader organisation.

During the fourth stage (performing) the group members 
start to get the work done. The group focuses more in-
tently on accomplishing its goals. The interpersonal inter-
actions are characterized in this stage as deep, very sub-
stantive and members share their thoughts openly. In the 
context of REST workshop, it is likely that this ‘stage’ of 
performing will become more visible in different moments 
throughout the workshop and hopefully more intensively 
so near the end in the planning stage.

During the fifth and final stage (adjourning or termination) 
the members of the group start realizing that the end is 
close and might start feeling a sense of impending loss 
and therefore bring up experiences of loss and separation. 
During the final stage there is often an increase in activity 
and redoubling of the efforts (on an individual level as well 
as team level) to complete the tasks and reach the goals. It’s 
important to pay attention to this stage, even though the 
REST workshop is only a few days long. It’s important, even 
in a relatively short process together, to say a proper goodbye 
as this offers a critical form of containment for the group.

1 �The above elaborated stages of group development is a condensed summary of Haynes, N. M. (2012). Group dynamics: Basics and pragmatics 

for practitioners. Retrieved from https://ebookcentral.proquest.com
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Although the order of the stages suggests a linear process, 
this is typically not the case for most groups. Most groups 
evolve cyclically, meaning that they can „skip“ phases or 
„fall back“ and/or go through multiple cycles in the course 
of their existence, especially when group members drop out 
or join, or if, as is usually the case in REST workshops, the 
group members already partly know each other.

Issues of Hierarchy in Organizations

Usually, the social structure of a society (e.g., gendered or 
classed dynamics) is also reflected in the hierarchy of an 
organization. In most cases, people belonging to groups with 
lower social status find themselves in lower levels of their 
workplace hierarchy and vice versa. This has a few conse-
quences worth highlighting.

First, tensions between social groups may be present in the 
organization and in the workshop as tensions between levels 
of hierarchy.

Secondly, even if this is not the case, the social background 
of a person shapes the way he or she experiences challen-
ges and conflicts at work and during the workshop. Groups 
experiencing social discrimination in social life are more 
aware of these issues and may react to something said or 
done even though others stay unaffected by that. In other 
words, the awareness of problematic issues at an organiza-
tion and during the workshop varies between social groups. 

Third, addressing issues comes with varying risks for diffe-
rent groups and this leads to different strategies in dealing 
with problems at work. In most cases, it is easier for staff 
in a higher position in the hierarchy to speak about prob-
lems. Not only is it harder for people assigned to lower 
levels of the organizational hierarchy to make their voices 
heard, they are also more likely to face negative conse-
quences as a result of speaking up. Given the fact that 
most people working in lower hierarchies of an organization 
are also socially more vulnerable, they may choose to not 
speak openly about challenges and difficulties at work. Dur-
ing a workshop, these differences may lead to situations in 
which a particular conflict stays implicit, but still influences 
the group dynamics and overall atmosphere. For example, a 
participant might stay silent about ongoing experiences of 
sexual harassment from a manager for fear of retaliation 
and/or being stigmatized through victim-blaming.

It’s important to recognize that issues of hierarchy and 
power exist in all organizations. Even in organizations with 
flat hierarchies, language skills, education, and level of 
comfort speaking in groups, for example, play a role in how 
different members engage in addressing issues and nego-

tiating about what has to be done. As facilitators, the task 
is to be sensitive to these differences and to understand 
where they might play a role in order to actively support 
different forms of participation and to promote a safe and 
genuine exchange.

Processes of transference 
and countertransference

The psychodynamic concepts of transference and counter-
transference can be helpful when trying to understand the 
emotional dynamics occurring in the group process. Since 
this is not a therapeutic intervention, the way we make 
use of these concepts is rather straightforward. The basic 
idea is that feelings move between people in such a way 
that my feelings might appear in you, yours might appear 
in me, and we may all bring feelings from the people we 
are working with and mirror them in the group. In this 
sense, feelings do not only occur within individuals, but 
also within groups, and facilitators are no exception. For 
example, it could be that the group describes a very anger-
ing experience, but no one appears or otherwise expresses 
anger. Suddenly, however, one of the facilitator notices that 
she is feeling extremely frustrated and agitated. In terms of 
the concepts of transference and countertransference, it is 
possible that the facilitator is experiencing the feelings of 
anger of the group. Picking up these feelings can be an im-
portant facilitation tool. You can reflect your feeling back to 
the group with a question about whether this is something 
they experienced as well.

It can also be helpful to understand another aspect of 
transference processes: projection. Projection is the process 
of displacing one’s feelings onto a different person. The 
basic idea here is that unconscious discomfort can cause 
people to attribute difficult feelings to another person in 
order to avoid facing these feelings. Projection makes it 
possible to address the difficult feelings without recog-
nizing these feelings in oneself. In this sense, participants 
could project feelings of anger, sadness, and stress onto 
other members of the group in order to defend them-
selves against their own difficult emotions. Processes of 
projection influence the overall group process and should 
be taken up and worked on when possible. However, the 
notion of projection is a tricky one and can lend itself to 
insinuations and paternalistic interpretations. From facili-
tation perspective, it is important not to use this concept 
to make assertions or attributions, but as way of opening 
up more space for reflection on feelings that may not be 
consciously available, but which are nonetheless present 
in the group.
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DEALING WITH CONFLICTS AND STRONG EMOTIONS

Dealing with conflicts

Conflicts and strong emotions are inevitable and depending 
on how they are dealt with, they can be harmful or they can 
contribute to growth and development. Ignoring a conflict 
does not make it disappear. And often what people do in 
order to avoid or silence a conflict is more damaging than 
confronting it. On the other hand, a well-managed conflict 
can have the effect of deepening understanding and improv-
ing relationships. As a facilitator, you can support the group 
to manage conflicts that arise in less destructive ways.

People who are involved in a conflict and experience strong 
emotions might express themselves in a destructive way, 
leading to a secondary conflict about the way the origi-
nal conflict was addressed. This is why it is important to 
address a conflict when it arises and to facilitate a con-
structive exchange about it. At the same time, however, it 
is not sensible to address any given dispute. A conflict is 
worth addressing when you feel that it interferes with the 
capacity of the participants to listen and remain engaged 
in the workshop. In order to not get diverted from the key 
conflict situation the group has decided to focus on, 
acknowledge conflicts that arise, contain them, and check 
with the group to see to what extent what is arising in-
fluences or belongs to the situation you are working on 
together. It is important to link all issues to what you and 
the group have as a main topic.

How to deal with a conflict?

Start with the person who gives you the impression that s/
he is the most stressed. Try to name some of the feelings 
you have observed to see if you have understood correctly. 
Empathy, acknowledgment and understanding usually bring 
about some initial relief. It is, of course, very important that 
you offer empathy in a way that does not imply judgment 
of the other conflict parties. Involve all group members and 
don’t let the conversation be dominated by a few people 
(generally, conflicts affect the whole team, and so it is also 
important that the whole group gets involved). Encourage 
the participants to speak in a respectful manner (using the 
first person, not judging the other person, referring instead 
to their actions, giving each other space to speak).

Summarize and synthesize the discussion and comments, 
highlight disagreements and overlaps. In some circum- 
stances, a short feedback round about how people are fee-
ling can be helpful and a short break may be helpful to get 

some distance – although taking a break should not convey 
the message that you are trying to avoid the conflict. It is 
not your job as facilitators to find a solution; even the group 
should not have the goal to find a solution immediately.

The fundamental task is to find new ways of acknowledging 
problems, opening up a process for working on it, and de-
veloping an understanding for one another. When a conflict 
arises that needs to be worked with, name it and assign a 
space and time for exploring it with clear limits (the next 
20 minutes). Not all conflicts can be solved and it is not 
your task to mediate or offer a verdict, but to protect a 
climate of respectful exchange.

Dealing with strong emotions

In psychosocial work in contexts of violence and war, staff 
are confronted with challenging, often overwhelming situ-
ations and issues in addition to the everyday stress of a 
„normal“ work team. Frequently, helpers in these contexts 
are chronically overburdened and often experience feelings 
of inadequacy and powerlessness in the face of a limited 
capacity to act. It is common that these emotions are not 
openly discussed in the workplace, even though they are a 
normal and important response to suffering and injustice.

Many facilitators and many group members try to avoid 
expressions of powerful emotions because they fear it 
might provoke an overall loss of control or fear of ap-
pearing unprofessional and disturb the frame of the work-
shop or relationships in the team. Many of us have been 
taught that strong emotions are dangerous and burdening 
to others and that we should hide our feelings in order to 
protect ourselves and to shield others. The fact is, whether 
we hide them or not, emotions are present and exert a 
powerful influence on us and those around us. Especially 
when working in a context of conflict, difficult emotions 
are everywhere, they are a normal part of everyday life 
and should be treated as such. It’s normal to feel a bit of 
apprehension when difficult emotions are expressed and 
it’s important to remember that expressed emotions are 
typically not what one should fear and rather that it is the 
silenced emotions that are most threatening to the relative 
well-being of individuals and groups. In this sense, the 
question isnot whether to allow feelings or not, but how 
to deal with them.

What to do when people are fearful of sharing?
One explanation for why participants do not want to share 
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is a lack of trust, in the group, in the facilitators, or both. 
Trust is a belief/a faith, in the integrity of the process/
group/facilitators. Trust cannot be established at will, but 
is something that develops when the participants experi-
ence acknowledgement and recognition. An important build- 
ing block for establishing trust is the respect for bound-
aries in what or if people feel like sharing. It is important 
to clarify that everyone can decide on what terms they 
want to participate.

At the same time, it is also important to find out what the 
reason for the reluctance is in order to be able to work 
with it. You can note that people seem cautious and ask if 
there is a specific reason and whether there is something 
you can do differently (e.g., taking a few minutes for in-
dependent writing or visually representing their feelings; 
speaking in pairs before opening a plenary discussion). It 
is also important to emphasize that nobody is obliged to 
share and that it is good when people take their boundaries 
seriously and protect them.

How to contain strong emotions when they appear?
Acknowledge them. To feel contained means that even 
when confronted with difficult feelings, I am not left alone 
with them and see that I exist in a relational space where I 
am not shamed, but respected and acknowledged. Facilita-
tors can support the containment of participants by making 

sure that it is up to the participants to decide how deeply 
they want to immerse themselves in their feelings. It is 
very important that facilitators do not inadvertently send 
a different message in this regard. When participants open 
up and experience strong emotions, it is very important that 
facilitators help them to feel contained. To do so requires 
reliable boundaries, emotional attunement, and security.

How to deal with participants’ trauma/secondary trauma?
When working in a context of war and conflict, trauma is 
not an exception but the rule. Most of the participants have 
experienced traumatic situations either directly or indirect-
ly, some of which come to the surface and are shared in 
the workshop. It is the task of the facilitators to listen and 
to acknowledge the experiences, feelings and thoughts of 
the participants. Trauma is not only a matter for trauma 
specialists, but also has to be expected and dealt with in 
a non-pathologizing way in any context where it is a daily 
reality. It’s not possible to make trauma pleasant. But when 
trauma is shared, the minimum one can do as a facilita-
tor is to not banish it from the room, and rather listen, 
acknowledge, don’t reduce, and protect the person from 
shaming. It is, however, important to keep in mind that the 
task of the facilitators is not a therapeutic one therefore 
it is crucial to keep the focus more on the group and the 
group process, rather than the digging deeply into person-
al experiences with the hopes of working them through.
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Step 1 – 
Welcome, introductions and overview
What is important: Tuning in to one another, creating a 
space where people feel comfortable, and providing a co-
herent overview of the workshop. This step is crucial for 
the whole workshop since it lays the foundations for the 
relationships between participants and facilitators.

What to look out for: There are two potential facilitation 
risks here, rushing through this step and not allowing 
enough time for a trustworthy enough dynamic to develop 
and/or spending too much time describing the process and 
unintentionally establishing more of a training dynamic. It 
is important to find a good balance of giving just enough 
information about the REST process to orient the group 
and to take enough time with the introductions to allow a 
comfortable dynamic to develop.

Introduction of facilitators
The way you introduce yourselves strongly influences the 
atmosphere of the group. Take some time to think about 
what you want to tell the group. A personal introduction is 
a bid for trust. The clearer the participants’ impression of 
the facilitators is, the more they will feel safe in the setting 
and develop trust in the group process. It is important here 
to explain your role in the process, your key responsibili-
ties and objectives, as well as what is beyond the scope 
of your role (e.g., therapy, providing a ready-made recipe 
for staff care).

Introduction of participants, 
their background and experiences
In order to establish a comfortable atmosphere, it is good 
to add something more personal to the round of introduc-
tions, not only asking for names and professional roles, but 
also, for example, what is most important to them in their 
life or what they enjoyed during the previous weekend. If 
not all people know each other, it is good to ask them to 
make their names visible in some way.

Overview of the schedule
Give the group an overview of the schedule for the next 
days and make sure to post the day’s schedule on the wall 
where it can be seen throughout and update it when there 
are adjustments.

Ground rules
Developing a set of ground rules should always be a collab-
orative exercise. There are some ground rules that should 
always be included in some form (see below) and will vary 
according to what the group has found useful in the past. 
Write down the rules and post them on the wall, so that they 
are clearly visible to everyone. Review the ground rules 
if necessary. The ground rules should help in making this 
a safer, more comfortable, and more empowering space. 
Of course, it is important that the facilitators stick to the 
ground rules themselves.

From a facilitation perspective, these ground rules are im-
portant:

MODULE BY MODULE GUIDANCE

Preparation phase
The considerations for the preparation phase are outlined in the section on “What to consider 
when setting up the REST workshop” on page 14. 

DAY 1 MODULE 1: STARTING THE PROCESS

• Punctuality as a commitment to one another, respecting each other’s time and valuing each other’s engagement
• Cell-phones off
• �Confidentiality: You need to determine together what may and may not be shared outside the workshop space 
and how may and should be shared. This could additionally be discussed in your preparatory meetings with 
management. It is particularly important that management continue to consider what they can share with 
broader management in decision-making, planning, and implementation during and following the workshop

• �Judgments: it is normal to judge, but being judged feels unpleasant. In order to establish an atmosphere 
where people feel safe to express, it is good to reflect on judgments and to not impose them on others
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Step 1 –  
Individually identifying challenging 
situations
What is important: That participants think of a concrete 
situation they are willing to share with others.

What to look out for: Frequently, participants come up with 
a general issue rather than a specific situation. For ex-
ample, a participant might share that communication pro-
blems are a challenge at work and might describe some 
general issues like, “I was never told what my official 
responsibilities are” and “there is a lot of miscommunica-
tion.” Sometimes this can happen because the instructions 
are not clear enough and offering the following questions 
for people to think about as they recall the difficult sit-
uation can help direct them to a more specific incident: 

• What happened?
• When and where?
• Who else was there?
• How did you feel?
• How did you react?
• How did you feel later?

In other cases, people might describe general issues be-
cause they are nervous to share their difficulties. If this 
happens you can ask them what would help to make this 
feel safer for them and also to underline that it is up to 
them to choose what kind of stories they want to share.

Step 2 – 
Sharing challenging situations and estab-
lishing a collective list of these issues
What is important: Getting a good balance between the 
number of different situations you hear about and the level 

DAY 1 MODULE 2: IDENTIFYING CHALLENGING 
SITUATIONS AT WORK

Step 2 – 
Introducing a contextualized and 
conflict-sensitive approach to staff care
What is important: Often people are very used to the con-
cept of self care and focus on the individual responsi-
bility of staff for their wellbeing. As facilitators, it is 
important to emphasize that although there is also an 
individual responsibility when it comes to staff care, it 
is, most of all, an organizational responsibility and need 
and requires the development of continuous practices at 
all levels (individual, group/team, institutional). In the 
group discussion, it is important to take an active role in 
making connections between what participants express 
and the objectives of staff care.

What to look out for: As in step 1, there is a risk of over-
loading the group with too much technical information 
and creating an atmosphere that is more like a profes-
sional training. Overall, keep your introduction as simple 
and short as possible and avoid using academic terms. 
What exactly you share here should be adjusted depend- 

ing on the group’s previous experiences with staff care.The 
group discussion should bring out different reactions to 
the approach, which issues resonate and feel relevant and 
which ones not so much, and what experience the group 
already has with staff care. Facilitators should summarize 
by outlining how what people have shared will be taken up 
in the workshop over the following days and underscor- 
ing the importance of staff care as an organizational re-
sponsibility and a collective task.

Step 3 – 
Introduction to REST structure and process 
What is important: Emphasizing the participatory nature of 
the process, the importance of understanding challenges 
in order to develop meaningful solutions, the basic logic 
of the analytical process, that is, developing an under-
standing about broader challenges by examining one case 
in detail and then extending that understanding by re-
examining the initial list of difficult situations and over- 
arching issues.
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of detail shared, so that you get a good enough sense of 
the range of challenges and enough information for the 
group to make a good decision about which situation to 
focus on later. Given the time constraints, a maximum of 
4 situations should be presented in more comprehensive 
detail. Form small groups so that each group can present 
at least one situation in detail in addition to the titles and 
summaries of the other situations.

What to look out for: Be ready to prompt for more details 
when someone describes a general issue. For example, “Can 
you describe a situation you had recently where this was a 
problem? Where were you? What happened?” On the other 
hand, for the situations that are not described in detail, you 
want to make sure that you have a sense of the general 
kind of issue(s) it involves. Sometimes this is clear from 
the title, but if not, ask for a sentence or two describing 
the main issue.

Summary
Sum up what kinds of problems have been discussed and 
point out if there are any kinds of issues that have not 
come up at all. For example, it might be that all chal-
lenges have to do with interpersonal and organizational 
issues and nothing related to the relationship/work with 
beneficiaries has been mentioned. You can sum up the kinds 
of problems according to their content and where it ap-
pears. For example, you could have the following situations:

- �A staff member has a client who is in a desperate situa-
tion and is expressing suicidal thoughts. She has medical 
problems which could be stabilized with medication, but 
does not have money to access it. The staff member feels 
very afraid that her client will commit suicide and some-
times helps her out with a bit of money, which is against 
the organization’s policy. She feels helpless only being 
able to offer psychosocial support.

- �A staff member who is part of the same community as 
the population served by the organization was threatened 
by a beneficiary while walking close to his home one 
evening. Until now, he hasn’t talked about this experience 
with anyone at work.

- �A staff member feels scared to conduct a survey alone in 
a neighbourhood she is not familiar with. Without saying 
that she feels afraid, she asks a colleague for help and 
he brushes it off, saying he has way too much to do.

- �Two staff members get into an argument in front of a 
group of beneficiaries about how to resolve a problem 
with their school supplies distribution and one of them 
storms off, leaving his colleague alone.

- �A staff member picks a fight with her younger sister after 
having a difficult session with a young client who is a 
survivor of severe physical and sexual violence.

Some of the issues you might highlight related to the con-
tent of the situations in this case include: 

• Issues related to chronic insecurity
• Feelings of helplessness and fear
• Issues of belonging
• Fear of appearing weak 
• Witnessing violence and injustice
• Displacement of emotions
• Working in isolation
• Lack of space for reflection

You could highlight how these problems seem to show up:

•	 In the work task itself
•	 In the relationship with beneficiaries
•	 Outside of work and/or at home
•	 Interpersonal relationships at/outside of work

Step 3 – 
Selecting a situation for analysis
What is important: Supporting a good discussion (in a short 
amount of time) where participants consider different ad-
vantages and disadvantages for choosing one situation 
over another. You can suggest some criteria for how to 
choose, for example, is this a difficulty that comes up 
frequently and that many people need to deal with, or 
maybe it is something less common, but that has more 
severe consequences.

What to look out for: Sometimes the fact that only one 
situation will be chosen for analysis produces tension. 
You can address by highlighting that this doesn’t mean 
that the rest of the list is forgotten, but that instead of 
looking superficially at all problems, the group examines 
one problem in depth in order to understand more general 
overlapping challenges and then refers back to the broa-
der list of issues in module 6, step 2. Another challenge 
here might be that the group doesn’t really decide or 
chooses a situation too quickly. Make sure there is enough 
discussion about which situation to choose. Usually the 
best situation for analysis is one that is rather specific 
and that clearly contains some overlapping issues with 
other situations on the list.
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Step 1 – 
Getting a deaper Story and identifying 
key anchors
What is important: Here it is crucial to get a very good 
understanding of the situation from the perspective of the 
narrator. The following questions can be helpful:

• Where did this happen?
• When did this happen?
• What had happened before this?
• How did you feel?
• What did you think?
• What did you do and/or not do?
• What has happened since?

What to look out for: Sometimes the group tries to inter-
rupt the narrator’s story by offering opinions, solutions or 
judgments. The facilitator needs to protect the narrator 
and can do this by emphasizing that this step is about 
hearing and understanding the experience of the narrator.

Actively protecting the narrator is a key facilitation task, 
not only in this step, but throughout the rest of the work-
shop. Sharing a difficult situation makes the narrator vul-
nerable and can open them up to criticism or blame. 
Whenever judgments appear, it is important to intervene 
in an appropriate way, making what is happening trans-
parent. Sometimes judgments are subtle and come in the 
form of well-intentioned advice (e.g., why don’t you just 
refer the client to someone else?) and it might be enough 
to remind the group that this is not the stage for loo-
king for solutions. Sometimes, judgments in the form of 
well-intentioned advice are less subtle (e.g., why don’t 
you just refer the client to someone else since you can’t 
handle the case by yourself?) and it might be necessary 
to point out that this expression contains a judgment, to 
remind the group that this stage is about really trying 
to understand the experience of the narrator, and to ask 
whether there is something this participant can relate to 
in the narrator’s experience. Other times, judgments come 
in the form of explicit blame or shaming and this might 
warrant explicitly naming the judgment as harmful. If this 

happens, it might be reasonable to have some time to get 
back to this situation at the end of the workshop and to 
check if and how things have changed for the narrator, 
how s/he feels, and if s/he needs any further support.

Step 2 – 
Discovering different perspectives 
on the conflict
What is important: Developing a clear picture of a conflict 
by exploring the different needs, interests, values, etc. of 
the different actors involved in the situation. This step 
should also open up possibilities for empathic understand- 
ing by taking on different roles. A role play can also give 
the narrator a greater sense of control over the situation 
by putting the scene in their hands and by seeing it acted 
out. If you have enough time, you can ask the narrator to 
stage what they would like to have happened. Release 
the role players from their roles (e.g., by asking them to 
“shake off your roles”). This is important in order to not 
transfer the conflicts of the role play into the workshop 
setting and to make a clear distinction between the role 
and the role player.

If you don’t have experience facilitating role plays, it is 
also possible to use other formats to explore different 
perspectives on the conflict.

What to look out for: Sometimes people start laughing dur- 
ing the role play. There can be different reasons for this: it 
might feel uncomfortable or silly to play a role in front of 
others or, on the other hand, it could be that it feels re-
leasing to stand up and engage in this unusual way. Often, 
laughter is a way of trying to retain a protective distance. 
Most often, laughter is not malicious toward the narrator, 
but it can feel this way. Acknowledge the laughter and 
how a role play might feel awkward or funny. Sometimes 
this is enough, but you might also ask how people feel 
doing this role play.

If you know from what the narrator has already described 
that the conflict is very emotional and/or if it involves 
abuse and/or discrimination against the narrator, don’t 
make them put their hand on the “opponent’s” shoulder, 
only on/above the other actors. Tell the narrator that they 
may stop the scene at any time.

DAY 1 MODULE 3: UNDERSTANDING DIFFERENT 
PERSPECTIVES OF KEY ACTORS
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If the group is already highly emotionally engaged with 
the situation and seems willing and able to empathize 
with different positions, you might decide to explore these 
perspectives without a role play.

Step 3 – 
Discussing the perspectives and 
getting a first grasp of the issues 
relevant in the conflict
What is important: Getting a clear enough description of 
the conflict and beginning to put it into the language of 

staff care (e.g., which goals of staff care does the conflict 
imply, does it correspond with any of the overarching is-
sues, etc.). Highlight, in particular, what the participants 
say about the relational dynamics, how asking for or need- 
ing support seems to be viewed, and what would have 
supported the narrator in this situation.

Step 4 – 
Summary of the day
What is important: Remember to thank the narrator for 
sharing their story.
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Step 1 – 
Introducing conflict dimensions
What is important: You need to present the dimensions in 
enough detail that the participants are able to work with 
them. However, it is important to keep this introduction 
simple, saying just a couple of concise sentences about 
each dimension and perhaps offering an example related 
to the situation you are analyzing. Sometimes one dimen-
sion is more important than the other, but in any given 
situation, all of them are present and warrant discussion.  
It can be helpful to have a handout with a very simple de-
scription of the dimensions to share with the participants.

Step 2 – 
Analyzing conflict dimensions
What is important: That groups make a start in naming 
some of the ways these dimensions affect the conflict situ-
ation. They don’t need to name every single relevant aspect 
or detail. These can be filled in with your support during the 
presentations and again in your summary. Most people have 
not thought about the problem in this way, so it is helpful if 
facilitators develop for themselves a quick picture of which 
aspects of the problem refer to which dimensions.

What to look out for: It can happen, particularly in the sub-
jective dimension, that people start judging the situation 

and/or the actors/the narrator. Emphasize that we cannot 
know for sure what people felt or what their intentions 
were and that we are trying to understand this situation in 
its complexity and not trying to figure out who was right/
wrong, professional/unprofessional.

It usually makes sense that the narrator participates in the 
subjective dimension group, so that they can speak from 
their own perspective about their feelings, wishes, needs.

This task can cause confusion and sometimes groups 
take an overcomplicated approach and others an over-
simplified approach. Don’t wait to find out during the 
presentations that groups have misunderstood something. 
Make sure that each group is more or less on the right 
track by going around while the small groups are discus-
sing to see how they are doing and to ask if anyone has 
any questions.

Step 3 – 
Summary of analysis and implication for 
staff care
What is important: Emphasizing how the conflict analysis 
has changed our understanding of the conflict and mak-
ing clear what this new understanding tells us about 
staff care needs.

DAY 2 MODULE 4: ANALYZING PSYCHOSOCIAL 
CONFLICT DIMENSIONS
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EXAMPLE

In the example situations described in Module 2, a staff member, Zahra, described how afraid 
and hopeless she felt only being able to offer psychosocial support to her client who was in a 
desperate financial and medical situation and who was expressing suicidal thoughts. The role 
play and the conflict analysis brought out many new aspects of the situation. It became clear, 
for example, that Zahra’s client had experienced multiple losses, including the disappearance 
of her brother who used to provide for her financially. It also became clear that Zahra felt she 
was not adequately prepared to deal with suicidal cases and felt the only support she could 
offer was money, which violated her organization’s regulations.

In this case, the conflict analysis dimensions (as they apply to Zahra and her client) could be 
summarized in the following way:

Subjective dimension: Zahra feels helpless to meet her client’s needs and experiences self-
doubt, guilt, and fear that she is not adequately prepared to deal with suicidal cases. Zahra 
feels hopeless about the potential of psychosocial support to really offer anything meaningful. 
She feels conflicted about giving her client money from her own pocket because it puts her 
own values in conflict with the organization’s regulations.

Material dimension: Zahra’s client does not have money to pay for basic necessities and does 
not have access to the medication she needs to regulate her chronic health conditions. Zahra’s 
professional role does not permit her to offer material support and she does not have access 
to training or support that would help her work with suicidal cases.

Group dimension: Zahra’s client has lost many people who were close to her, but still cares for 
her two children who she says are her only reason for being alive. Zahra’s client has been dis-
placed many times and does not know many people in her neighbourhood, but has mentioned 
a woman living nearby who sometimes comes around and has helped her to arrange medical 
visits. Zahra feels there is no one she can talk to about her fears and she is hiding the fact 
that she sometimes gives her client money from her colleagues.

Power dimension: Zahra feels powerless to help in her role of psychosocial support case worker 
and fears asking her management for support or training in dealing with high risk suicidal 
cases. She knows of other staff members who have been shamed for not being “up to the job.”  

This analysis raises a number of key questions for staff care. For example, what kinds of staff 
care structures or practices would support Zahra to…

… feel more secure in dealing with suicidal cases?
... �find out what kind of psychosocial support is possible in this  

situation/what it can achieve?
… feel less alone with her feelings of hopelessness?
… look for ways to help her client access the medication she needs?
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Step 1 – 
Introducing psychosocial issues
What is important: Acknowledging and destigmatizing the 
presence and depth of difficult emotions, which are a 
normal part of working with suffering and injustice. This 
overall module is also important in identifying spaces 
for interventions that address not only the individual ex-
perience but also the social realities that produce these. 
It is normal that the psychological and the social real-
ities overlap. Emphasize that the aim of the next steps 
is not to “correctly” divide issues into the two categories, 
but to use the two categories as a way to more deeply 
reflect on and understand emotions in their context. It can 
be helpful to have a handout with a very simple descrip-
tion of the issues to share with the participants.

What to look out for: These issues do not need to be over-
dramatized: not everything is trauma and traumatic. Be 
sensitive to the nuances and context in what people share 
and take these psychosocial issues as points of orientation.

Step 2 – 
Analyzing psychosocial issues
What is important: As in step 2 of the previous module, it is 
important here that groups make a start in naming some 
of the ways these issues appear in the conflict situation. 
Further relevant aspects can be filled in with your support 
during the presentations and again in your summary.

What to look out for: As in step 2 of the previous mod-
ule, don’t wait to find out during the presentations that 
groups have misunderstood something. Make sure that 
each group is more or less on the right track by going 
around while the small groups are discussing to see how 
they are doing and to ask if anyone has any questions.

Step 3 – 
Summary of analysis and implication 
for staff care
What is important: Sum up what has changed in our un-
derstanding of the conflict. Continue to highlight how our 
changing understanding of the conflict changes our under-
standing of what the key staff care needs are.

DAY 2 MODULE 5: ANALYZING PSYCHOSOCIAL 
ISSUES
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EXAMPLE

In Zahra’s example, the analysis of the psychosocial issues (as they apply to Zahra and her 
client) could be summarized in the following way:

Threats/fears: Zahra’s client fears she cannot provide for her children and is considering 
suicide. Zahra worries that her client will commit suicide and is afraid she will blame 
herself for not preventing it. She also fears her management and co-workers might hold 
her responsible and consider her to not be suitable for the job. She fears that if she doesn’t 
give her client money, she will get severely ill, and fears repercussions if her colleagues 
find out she is doing this.

Loss/Grief: Zahra’s client has lost multiple people who were close to her, including her 
brother who has been disappeared and whom she has not been able to mourn. She has 
been displaced multiple times, losing community ties and bonds and has lost her only 
source of income. Zahra has lost a sense that her work providing psychosocial support is 
useful or meaningful.

Anger/Injustice: Zahra feels angry witnessing her client’s continuous insecurity and lack of 
access to necessities, including basic medications. She feels angry at herself for not being 
able to really help.

Destruction/Trauma: Zahra’s client’s home, family unit, and sense of basic security have 
been destroyed and she is losing the will to live. Zahra feels deeply affected, even outside 
of her work, by her client’s situation and has not been able to sleep.

This analysis raises a number of further key questions for staff care. For example, what 
kinds of staff care structures or practices would support Zahra to…

… less likely to blame herself if her client commits suicide?
… feel protected by her management and team rather than at risk of being blamed?
… find ways to support her client to mourn her multiple losses?
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Explain to participants that until this point in the work-
shop, you have closely examined a single, specific situ-
ation in order to pull out broader issues. Now, you will 
take a different approach, stepping back and looking at 
the broad range of issues (from the original list of situa-
tions and the overarching issues) in order to understand 
specific needs.

Step 1 – 
Reconnecting to original list of  
challenges and overarching issues
What is important: Quite a lot of structuring capacity by 
facilitators is important here as this is where the group’s 
analysis should both broaden and synthesize, making 
clear connections between the issues discussed in the 
problem situation, the original list, and the overarching 
issues in staff care. Participants are usually quite tired 
by this point and facilitators should be ready to be active 
in structuring and developing the analysis. It is helpful to 

have thought about which issues are important to pick up 
again and some of the possible connections across lists 
and issues ahead of time.

Step 2 – 
Adding to the list of staff care needs
What is important: This list will be your working list for 
developing a concrete plan for staff care, so it should be 
both comprehensive and specific by the end of this step.

Step 3 – 
Summary of the day
What is important: This is a demanding day and partic-
ipants have invested a great deal of intellectual and emo-
tional energy, acknowledge and appreciate this and be 
sure to emphasize the concrete results/rewards of the 
day. Check with the participants to see how they are 
feeling and how they perceive the overall process so far.

DAY 2 MODULE 6: LINKING TO OVERARCHING 
STAFF CARE CHALLENGES IN CRISIS AND 
CONFLICT: A DEDUCTIVE ANALYSIS
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Step 1 – 
Completing and clustering the staff care 
needs and developing ideas for staff care 
measures 
What is important: This step requires a careful bringing 
together of the results of all the other steps. This is much 
easier to do if you have been successful in generating a 
good list of needs in the previous step. Some groups are 
highly enthusiastic and want to address many/all issues 
immediately. Remind them to be realistic and that it is 
better to have few realistic goals then many unachievable 
ones. Some of the ideas that come up can also be kept 
for addressing them later. Make a quick check in how 
realistic the goals really are.

Step 2 – 
Discussing ideas for staff care measures
What is important: It is very important to make sure that 
each group has enough time to not just present, but also 
to discuss their ideas in the plenary. Be clear about time 
limits and stick to them. Facilitators should take an active 
role in developing the discussion, making sure that diverse 
worries and concerns as well as enthusiasm and support 
for ideas can be expressed.

Step 3 – 
Getting specific
What is important: It is important that the responsibili-

ties are well distributed and that you avoid having just 
a couple of people taking on primary responsibility. It 
is especially important that management does not take 
sole responsibility for further developing and implement- 
ing the measures and that the group take collective own- 
ership over the plan and its implementation. Set fixed 
dates for when what should be implemented. Facilitators 
should record the results and send them to the partici-
pants within a week, ideally even within 24 hours.

What to look out for: Sometimes things get complicated 
when decisions need to be made about who does what.  
Don’t leave tasks unassigned as they are likely to be 
quickly forgotten. Make sure there is at least an initial 
plan of who is taking responsibility for each task.

At the end of the workshop, the motivation is often still 
very high, but it quickly fades away when you get into the 
daily routine, so it is best if the participants immediately 
start to implement it. In order to maintain motivation, the 
moderator should also be kept informed of the imple-
mentation and successes. This should be included in the 
action plan.

To facilitate the implementation of the plan: clarify when 
the results will be presented to those not present. Man-
agers must be involved and the flow of information from 
the workshop to the outside must work well.

DAY 3 MODULE 7: DEVELOPING A  
STAFF CARE PLAN

What is important: Make sure you really have 90 minutes 
for this module as saying goodbye is a very important part 
of maintaining a trustworthy relationship. A good goodbye 
is as important as a good welcome/introduction and helps 
to secure ongoing cohesion in the group.

Step 1 – 
Summary and feedback by the facilitators
What is important: Authenticity is very important when fa-
cilitators offer their feedback. An insincerely positive sum-
mary and feedback have the potential to undermine trust 

and relationships that have been built in this process. It is 
important to be clear about difficulties or tensions in the pro-
cess as well as emphasizing what has been accomplished.

Step 2 – 
Feedback and evaluation of the workshop 
by participants
What is important: It is important that you have enough 
time for everyone to say something about how they ex-
perienced this process. Facilitators should not interject 
during this feedback.

DAY 3 MODULE 8: ENDING AND GOODBYE
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