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Annex 1
Group Structure and Dynamics

1. 	 Motivation, common goal and purpose

For a group to be effective, they must be able to work together towards a 
common agreed goal and have the time and enthusiasm to do this. Is the 
main aim of the group to raise some extra cash, to reduce costs through 
bulk purchase or sales, to be able to access land, water, grants, loans 
or advice? Is it in order 
to increase legitimacy of 
the activities or is it even 
a legal requirement that 
they work together? 

Members also need to 
agree on how much time 
and other resources they 
will each put into the 
group activities and how 
benefits and profits (for 
a producer group) will be 
shared. The more similar 
the members aims and expectations from the group, the fewer the 
problems the group will have. 

Main reasons for forming a group are:

Group food and nutritional security•	

Group income generation•	

To access land•	

To access training/extension and other •	
services

To access markets•	

To access credit/finance•	

For political advocacy•	

To work effectively together, the group needs to agree in particular:

Who will do what in the group•	

What contributions everyone will make in terms of time, resources and •	
money

How benefits and profits will be shared out•	

How to deal with disagreements within the group (who will decide when •	
there are different views) 
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These points can be formally written in a group constitution (or group 
rules) agreed by all members. 

2. 	 Membership

Groups of 8 to 15 members 
are usually the most effective. 
Once a group has some success, 
others will want to join. Also in 
many urban producer groups, 
the membership will change as 
members leave for other work 
or to other areas. The group 
need to agree on who should 
be able to join with the main 
criteria being that they agree 
with the group goal, to abide 
by the group rules.

The production group needs 
to have leaders – a chairman, 
secretary and treasurer (see the group promoters guide) – if they do 
not already have them. Ideally, these roles should be elected and for a 
fixed period so that they can be changed periodically to allow others to 
build up experience in running the group and to allow ineffective leaders 
to be replaced. In order to build up a stock of leadership experience in 
the group, other members can be given specific responsibilities such as 
for particular production, processing, or marketing responsibilities.  The 
GA should encourage wherever possible, the development of the skills 
and experience needed to take on roles of responsibility within the group 
so that the full resources of the group members can be used within the 
group and if members change, the group can continue.

Membership will mean sharing in 
the work and profits from group 
activities and should also implies the 
obligation to: 

Attend meetings regularly.•	

pay the agreed membership fee (this •	
ensures that only serious persons 
apply for group membership as 
well as helping to pay for the costs 
of the group activities). 

take part in electing the group •	
leadership. 

make regular contributions to the •	
group savings fund if established. 

repay group loans quickly. •	

help other members when in need. •	
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3. 	 Group dynamics

The relationship between the group members has a very large effect on 
how well the group operates. This is rarely fixed but will change with 
changing circumstances. 

In general, groups go through several different stages:

1 Initial formation (forming). 

2 Discussion and getting used to working together (informing).

3 Argument and disagreement (storming).

4 Settling into an agreed way or working together (performing).

It is important to recognise that almost all groups go through a stage of 
conflict and that this is normal and not necessarily a cause of concern. 
If the group has a strong enough reason to work together, and is able 
to discuss the issues causing conflict openly, they will pass through this 
stage and be able to work more effectively together (See also conflict 
management below).

Within a group, different members have roles and responsibilities and 
how they carry out their roles will also affect the stability and success of 
the group.

The leader – needs to be open to discussion and suggestions from 
the other members and to encourage their contributions to the group 
activities if the group is to get the most from the membership. There are 
many different leadership styles from directing to delegating, and which is 
appropriate will depend on the circumstances and the people involved. 
In a successful group, however, the aim of both the leader and the GA 
should be to develop the ability of all group members to contribute the 
maximum possible to the group.

The secretary – needs to be competent at taking notes of meetings and 
passing information to members as needed

The treasurer – must be able to keep accurate accounts and be able to 
report to the group meetings
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Other roles such as specific responsibilities for production, processing 
and marketing can help ensure that other members learn leadership and 
responsibility and feel part of the group rather than employees.

The more open the group members are to discussion about their roles and 
the more they are willing to help each other, the less conflict is likely. The 
GA should constantly watch the group dynamics encouraging the quieter 
members and trying to prevent the stronger members from dominating 
meetings.

4.	 Decision making

Deciding who will do what is not always easy. Some jobs everyone likes 
to do - others no one wants to do. Dividing the work can sometimes 
cause arguments and problems between group members.

In general, it is preferable for all group members to agree with decisions 
made by the group. 

Consensus does not necessarily mean unanimity (everyone agrees) but 
that everyone feels they have had a fair chance to consider alternatives 
and are prepared to support the group decision. 

Usually every effort should be made to achieve a group consensus, as this 
will strengthen the group. In contrast, if one or two leaders or outspoken 
members make all the decisions, it can lead to conflict and eventual 
breakdown of the group. However, while the decisions reached through 
group consensus are usually the ideal and will often be better than they 
would have been if individuals made them, they do take time. Sometimes 
quick decisions are needed and at these times group decision-making can 
be a disadvantage.

This is where good leadership is particularly important. A good group 
leader will know when to discuss issues with all members in a group to 
try to reach a group consensus, and when decisions can be made on 
behalf of the group. In these cases, the decision made can be discussed at 
the next meeting if necessary. 

There will be times however, when a group do not all agree on how to 
do something or who should do it and one of the group rules needs to 
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be how a decision is reached in these cases. Possible ways to decide could 
be by majority vote, (with or without a minimum such as 60% majority) 
or a leadership decision (authority rule). It is generally not enough to 
assume that because all members can participate in decision-making, that 
if they do not, it means they agree (silence does not necessarily mean 
consent). In any controversial decision it is best to at least vote on the 
best course of action and if there is a clear majority against the decision, 
it will be necessary to discuss other options.

The main problem with authority decision-making in producer groups is 
that members carry out the decisions because they feel they have to, not 
because they agree or at least feel that their ideas and feelings have been 
considered. This ultimately undermines the sustainability of the group.

Many existing groups have a strong leadership which is not particularly 
participative or democratic which can be acceptable for a business with 
employees, but it less so for participative groups where members provide 
equal resources and time and can therefore expect to have an equal say 
in group decisions. Some form of election for leadership is important in 
such groups and leaders should normally have a limited tenure (e.g. one 
or two terms of one or two years) so that others have an opportunity 
to learn to be leaders or for leaders to be changed if it is felt by the 
members that they do not properly represent them. One possible course 
of action where traditional leaders such as local ‘kings and queens’ (see 
box) dominate a group, is to make a new role for them as patron rather 
than leader where they are honoured for their role in starting the group 
and are seen as ‘elder statesmen’ but do not have a vote or final decision 
making role in the group.

5.	 Conflict management

Even in the most homogeneous group, there will be disagreements 
that cannot easily be resolved through normal group decision-making 
methods. For example, one or more group members may contribute less 
than others in time or money but still want an equal share of the profits. 
One or more members may dominate the group and refuse to allow 
others to play an equal role. 



Annex I

6

The group constitution - i.e. a written record of the purpose and rules for 
the group - helps the group to avoid such internal conflicts and makes the 
responsibilities of each member clear. If there is no such set of rules for 
the group, the GA should help them to formulate their own constitution 
through a discussion meeting where all members (men and women) are 
encouraged to speak freely. The constitution is for the benefit of the 
group only, not for outsiders so all members must agree with the rules 
and to abide by them. Preparing such a constitution will also provide an 
opportunity to encourage more open participation in groups that are 
dominated by one or more members.

Where even the constitution cannot solve a conflict, the role of the GA 
is to act as mediator helping the two sides in the conflict to concentrate 
on the following steps:

Conflict occurs when individuals or groups are not getting what they 
need or want and are seeking their own self-interest. Sometimes the 

Steps for consensus decision making

Identify and clarify the problem. Who is involved? Who does it affect? 1.	
Can we involve them in solving the problem? Are there others who should 
be consulted before a decision is made?

Analyse the cause. Is it a physical cause or a social/political/personal 2.	
cause? Is there more than one cause? Which is most important?

Look for alternative solutions. Identify as many ways to deal with the 3.	
problem as possible BEFORE considering which is most practical and the 
advantages and disadvantages of each.

Select one or more alternatives for action which could be practical. 4.	
Consider the advantages and disadvantages of each and prioritise them 
for action

Plan for implementation. Identify all the steps that must be taken and 5.	
assign them to members for action with a time for completion. Who 
needs to be informed of the action to be taken?

Summarise what will be done and who will do it.6.	

Evaluate the action once it has been taken. If unsuccessful, can the 7.	
group try the second best alternative? Are there other courses of action 
that should now be considered?
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individual is not aware of the need and unconsciously starts to act out. 
Other times, the individual is very aware of what he or she wants and 
actively works to achieve it.

Conflicts are inevitable because we are dealing with people’s lives, 
jobs, children, pride, self-concept, ego and sense of mission or purpose. 
Although they are inevitable, there are strategies for dealing with them 
that work. 

Conflicts occur for many reasons, but common ones are when there is:

Poor communication between group members (or leaders and •	
members)

When one or more members want more power•	

When members are dissatisfied with the leadership style•	

When leadership is weak•	

When there is a lack of openness in the group•	

Providing the two sides are willing to openly discuss the conflict with the 
aim of resolving it, the following approach can be useful:

1 Focus on needs, not positions. 

The focus of conflict resolution should be not on what people think they 
want (their positions) but on what they actually need. Needs, not positions, 
define the problem. In nearly every conflict, several different needs must 
be taken into account. Only by talking about and acknowledging personal 
needs explicitly can people uncover mutual or compatible interests and 
resolve conflicting interests. Every need usually has several possible ways 
in which it can be satisfied, and opposing positions may actually reflect 
more shared and compatible interests than conflicts. Thus, focusing on 
needs instead of positions makes it possible to develop solutions.

2 Look for ways in which both sides can win. 

Before attempting to reach agreement, the two sides in a conflict should 
brainstorm to consider a wide range of options that advance shared 
interests and reconcile differing interests. In this process, the two sides 
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should strive to avoid four major obstacles: 

Premature judgment. •	

Searching for the single answer. •	

The assumptions of a fixed pie (that there are only a fixed number of •	
benefits available - or a fixed amount of produduction which can be made 
or sold). and 

Thinking that ‘solving their problem is their problem’.•	

6. 	 Self-reliance and sustainability

The aim of the GA is to no longer be needed by the group. The group 
should become completely self-reliant. This does not mean that they 
can do everything themselves and do not need any outside advice, but 
that they know who to approach and how to obtain outside advice and 
resources that they need. For example, they know how to manage their 
accounts, savings and loans, how to deal with authorities and how to find 
advice and information through other groups and regular organisations. In 
other words, their continued existence as a group does not depend on 
the group advisor.

Regular contributions by members to the group and a formal savings 
scheme are extremely important for the sustainability of the group. 
Outside loans or grants should only be thought of as a short-term strategy 
that can be helpful to get started on a new enterprise. In the long term, 
though, the group must be financially self reliant to be sustainable.

Some indicators of self reliance are:

Regularity of group meetings and level of member attendance•	 . When 
regular meetings and high attendance continue in the absence of the GA, 
the group is obviously highly motivated and well on the way to achieving 
self-reliance.

Shared responsibilities and member participation in group decision-•	
making. Groups that share responsibilities and in which there is a high 
level of participation in decision-making learn more quickly and are better 
able to cope with members leaving the group. Groups dominated by a few 
members are often unstable and can be very vulnerable to key members 
leaving the group which can happen frequently in urban producer groups.
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A successful and sustainable group enterprise.•	  For the majority of 
producer groups, increased income from a group enterprise will be a major 
objective. Success in such enterprises will itself strengthen the group and 
help make it self-reliant.

Continuous growth in group savings•	 . Group saving is a key measure of 
members’ faith in and financial commitment to group activities. It is also a 
good indicator of the profitability of the group activity. Groups which do not 
save, or save very little, are less likely to achieve sustainability. Each group 
should develop its own long-term plan for achieving financial self-reliance 
through member saving targets. 

High rates of loan repayment.•	  A group’s capacity to repay loans on time 
is another indicator of group financial discipline and the profitability of its 
income-generating activity. 

Group problem-solving.•	  A group which solves its own problems and takes 
initiatives for its self-development in the absence of the GA has a high level 
of member confidence. 

Effective links with development services•	 . The self-reliance of a group 
also depends on its ability to establish or maintain links with government 
and NGO development services, in the absence of the GA. Intergroup 
associations can be particularly helpful in this area.
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Annex 1I
Participatory Learning Techniques

This Annex lists participatory learning techniques that GAs could use with 
groups for group formation or development. In some cases it may be 
appropriate for the GA him/herself to lead the group in these exercises, in 
others, there may be a group member or leader who can take on this role.

The list is intended as a guide only. Be creative when using methods. Try to 
use drawings rather than words as much as possible. Use pictures, drawings, 
a flannel board, puppets and so on. Write and draw on poster-size sheets of 
paper. Special attention should to be paid to women’s roles and work.

Activity profile

Ask different people about their daily activities. Where, when and how 
much money do they spend? Interview and observe or ask them to write 
notes.

Approach members constructively

Encourage members either verbally or through privilege for taking initiative 
and for actions of any kind. Everyone needs to know their contributions 
are appreciated. Even if their comments are not practical, a reply can 
begin with ‘That’s a good point but what about...’, or ‘That’s an interesting 
point, what do others think?’

Assignments (theoretical and practical)

Ask participants to practise new roles and new skills - e.g. ask a different 
person to act as a chairperson or fill in record book. This is particularly 
important with urban groups with many transitory members. Suggest 
assignments for members e.g. to find out the current market prices for 
something. As an exercise, work out the likely demand for a product - 
e.g. chickens - in the group’s market area for one year. Will demand vary 
through the year?
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Brainstorming

Ask members to think of any ideas that come to mind. List all the ideas 
without evaluation or judgement. The quantity, not the quality, is what 
matters. Ideas can be discussed later for practicality. Sometimes unlikely 
or seemingly ridiculous ideas lead to a more practical idea that would 
otherwise not have been considered.

Case studies

Discuss an imaginary or real situation from the area  (e.g. a successful 
group of marketing women) to encourage discussion on marketing 
strategies. Use the case study to ask questions about an activity the group 
is working on.

Community surveys

Survey individuals in the community for their knowledge or opinions. 
Ask a number of people who represent the audience you are thinking 
about. For example, if you are trying to find out the extent of demand for 
mushrooms in the area, ask a number of people - men, women, school 
teachers, people at the markets, etc.

Consultation with specialists

With several members of the group, meet with a specialist or 
knowledgeable person on an issue for which you need more information 
- e.g. for chicken raising, contact the department of extension. For a 
health issue, contact the department of health. It may be possible to 
arrange for the specialist to visit the group, in which case, the interview 
could be carried out in front of the whole group and then an open 
question session held.

Critical Incident

Use problem situations to analyse advantages and disadvantages and 
possible solutions to a given situation. Pictures or drawings will help. For 
example: ‘A group has saved up a lot of money - enough to build a 
chicken house and start up a chicken raising activity. Just before they go to 
buy the materials, the treasurer tells them all the money has been burnt. 
What should they do?’ Hold a discussion on the issue.
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Field visits and excursions

These can be combined with observation and interviewing. Arrange a visit 
to a place of relevance to the group - e.g. to another group successfully 
running an activity your group would like to try, or to a place where they 
can see successful examples of production, processing or marketing or 
produce.

Information collection

Ask members to collect information on relevant subjects from government 
offices, service organizations, markets etc. This is useful for finding out 
what is needed or the likely results of an idea before trying it out in 
practice.

Local histories

Ask members for a detailed account of the past and how things have 
changed in the area.

Memory game

Show 20 objects found locally. Ask the participants to remember them. 
Put them in a bag one by one. Then ask one volunteer to name them 
and write them down on a list. Ask the other participants as a group to 
write them down as well. Compare the lists and discuss the advantages 
of cooperation.

Participation game

Give five sticks (or stones or other objects) to each participant. Start a 
discussion. Everybody who speaks has to give away one of her/his sticks. 
No one may speak without sticks. Discuss subjects such as dominance, 
shyness and importance of participation.

Participatory group discussion

Used in combination with other methods. With the members in small or 
large groups, discuss a topic of interest. Provoke reactions by using open 
questions: ‘What do you see here? Why do you think it happens? When 
this happens in your situation, what problem does it cause? 
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What can we do about it?’ Ask questions that need definite answers: 
‘When was the last time ... and what did you do then? What did you do 
yesterday? How many ...? What happens in your family ...?’

Practical demonstration

Show exactly how something should be done - e.g. filling in a record 
book. Then ask the members concerned to do the same thing. If you 
do not have the skill in question, ask an expert to demonstrate - e.g. 
for compost production, ask the department of extension to arrange a 
demonstration or where the members can go to see a demonstration.

Preference ranking

Ask members to rank items according to their own criteria (e.g. for six 
seed varieties -which is best to worst for harvesting, fodder, food, storage, 
etc.).

Presentation by a resource person

Ask a specialist to give a presentation to the group - for instance a market 
woman or trader explaining about purchase and sale.

Presentation of a progress report

Ask a member to give a personal report about the group’s progress. 
Discuss the presentation among the group. If one member is very critical, 
you can always ask them to do better!

Presentation of experiences

Ask one participant to describe personal experiences related to daily life 
or work - e.g. a woman telling what she does from morning until evening, 
or a man telling how he runs his market stall.

Problem-solving

Make a table with four columns. List main problems of participants in 
the first column, possible solutions in the second column, what prevents 
them from solving the problem in the third column, and what will help 
them solve the problem in the fourth column. Discuss.
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Testing and experimenting

Carry out practical trials or experiments (e.g. test different seed varieties 
to see which work best).

Time line

Ask the members to draw a line and mark on it major events in the 
community, with the approximate dates. Discuss changes that have 
occurred.

Two-circle exercise

Draw two circles - one circle represents the community, the other the 
group in the community. List the problems in the community and list the 
problems that affect the group especially in the group circle. Discuss how 
the problems are connected, possible solutions to the problems and how 
solving group problems will affect the community.

Venn diagrams

Ask people to draw a circle to represent themselves and other circles 
to represent groups and institutions with which they have relations. The 
distance to their circle indicates the strength of the relation, the size of 
the circle their importance to the people. Circles can overlap.
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Annex IV

Annex IV – country and city contacts
Country/
Region

Name Organisation Address

Africa

Egypt Ahlam 
Elnaggar

AERI 

Agriculture 
Economic Research 
Institute 

Director

Cairo, Egypt

7, Nadi Elseid Street
Companies and Agencies 
building – Dokki – Giza
Egypt

Tel: + 2023372318
Cell: + 2012 2103062
Fax: + 2027607651

aeri_84@hotmail.com

Ghana Irene Susana 
Egyir

University of Ghana

College of 
Agriculture and 
Consumer Sciences

Researcher

Accra, Ghana

Dept. of Agric. 
Economics & 
Agribusiness 
P.O. Box 68 Legon 
Accra - Ghana

Tel. 233 244681384

afuaegyir@yahoo.com 
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Kenya Maureen K. 
Nyangwara

KARI 

Kenya Agricultural 
Research Institute

SocioEconomics & 
Biometrics Division

Kaptagat Road 
Loresho

Nairobi, Kenya

P.O. Box 57811 (00200) 

Nairobi-Kenya 
Tel: 254-20-4183301-20 
(Extn 2340) 
Fax: 254-20-4183344 

MKNyangwara@kari.org

http://www.kari.org 

Madagascar Jean 
Ramanankatsoina

National Consultant

Antananarivo, 
Madagascar

B.P. 3907 Antananarivo 
101 Madagascar

Tel: 261 20 22 460 21

seliegox@wanadoo.mg 

RD Congo Luzayadio Kanda SENAHUP

Service National  
D’horticulture 
Urbaine et 
Periurbaine

Director

Kishasa, RDCongo

Avenue Colonel Lukusa 
N° 1126     Kinshasa – 
Gombe

Tel:  (00243) 81 656 
86 96

huprdc@ckt.cd

or: 

jaluzaka@yahoo.fr
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Senegal Moussa SY IAGU 

Institut Africain de 
Gestion Urbaine

Chargé de 
Programme

Dakar, Senegal 

Liberté VI Extension n.5 
BP 7263 
Dakar, Senegal

 
Tel: +221 827 22 00 
Fax: +221 827 28 13

 
moussa@iagu.org

http://www.iagu.org

Zimbabwe Takawira 
Mubvami

MDP - ESA 
Municipal 
Development 
Programme 
for Eastern and 
Southern Africa

Harare, Zimbabwe

7 floor, Hurudza House

Nelson Mandela Avenue
Harare – Zimbabwe

Tel: 263 4 774385/6
Fax:  263 4 774387

tmubvami@mdpafrica.org.zw

Asia
Cambodia Pou Sovann SRER KHMER

Director

Phnom Penh, 
Cambodia

11B Street: 101, Boeung 
Trabek, Chamcar Mon, 
Phnom Penh

Cambodia

P.O. Box 1517

Tel:855 23 210217

srerkhmer@online.com.kh

or: 

pousovann@yahoo.com
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India Robert Simmons HUDA 

Consultant

Hyderabad, India

Plot no. 23 – Tirumala 
Colony
L.B. Nagar
 Hyderabad 74
India

Tel: 040 24023470

r.simmons@cgiar.org 

Latin 
America

Venezuela Luz Béltran Directora de 
Investigación y 
Asistencia Técnica 
Fundación Escuela 
de Gerencia Social 
(FEGS)

Caracas, Venezuela 

Tel: 58 212 2862551 
2862831 

Cell. 0416 6396474
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Others

CIRAD, 
France

Hubert  De Bon CIRAD

Directeur 

Departement 
des productions 
fruitières et 
horticoles (Flhor)

TA 50/ PS IV, Boulevard 
de la Lironde
34398 Montpellier 
Cedex 5
France

Tel. 33 0467 615861
Fax. 33 0467 615871 

dirflhor@cirad.fr

or: 

hubert.de_bon@cirad.fr

ETC/RUAF, 
Netherlands

Marielle 
Dubbeling

ETC/RUAF

Urban Agriculture 
Adviser

Kastanjelaan 5
3830 AB Leusden
The Netherland

Tel. 31 033 4326000
Fax 31 033 4940791

m.dubbeling@etcnl.nl

IDRC, 
Canada

Ann Thomas IDRC

Senior Program 
Officer

Environment and 
Natural Resource 
Management

250  Albert Street
PO Box 8500
Ottawa, 
Canada  K1G 3H9

Tel (613) 236-6163 
ext.2050
Fax: (613) 567-7749

athomas@idrc.ca
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