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Here’s an overview of the exercises we cover in this guide.
At the Listening Fund, we have used these exercises to 
support discussions within and between organisations to 
explore listening practice and potential ways forward. 

Step 1
Mapping to draw 
out different 
perspectives 

Step 2
Analysis to draw  
out insights

Step 3
Summarising the  
implications and developing 
an action plan where relevant
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Starting out
Exercise 1 (pp. 3-5): Reflecting on organisational dynamics 
that support or constrain listening

Exercise 2 (pp. 6-8): Reflecting on current listening practice 
and potential opportunities  

Initial reflection*
Exercise 3 (pp. 9-13): Reflecting on motivation/purpose 

Exercise 4 (pp. 14-16): Reflecting on how to share power well 

*(Reflecting on current listening practice and potential opportunities)   

Deeper reflection
Exercise 5 (pp. 17-23): Reflecting on structures and attitudes 
underlying listening practice

Exercise 6 (pp. 24-26): Reflecting on progress and impact 

All of the tools involve three main stages:



Introduction to the 
purpose of the exercise

5 minutes

Mapping factors with 
forcefield analysis 

(Plenary feedback if in 
groups – 10 – 15 mins)

5 – 25 minutes 

Wrap up and next steps

55 – 60 minutes 

Summarising 
implications 	

45 – 55 minutes 

Analysis using  
prompt questions 	  

25 – 45 minutes
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Exercise 1: Reflecting on 
organisational dynamics that 
support or constrain listening  

Purpose: To understand the dynamics involved in strengthening listening and 
sharing decision-making power with young people. 

Preparation: You will need a flipchart and pens or you can use a jamboard 
or online whiteboard if your meeting is online. Depending on the size of your 
group you could do this together or in smaller groups to support everyone to 
participate. If you are working online you could ask people to do the mapping 
in advance of the online session to focus the call on the analysis element. 

Timing: With a single group of people this could take place within an hour-
long meeting, or 45 minutes if you are pressed for time. If you are working with 
a larger group and will do the mapping in small groups, you will need an extra 
fifteen minutes to share back across the group. 

01 Starting out   |   Exercise 1
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	 Step 1: Map   

Write the goal.

For example, “improve listening to young 
people as part of our organisational culture” 
or “increase involvement of young people 
in decision making” down the centre of the 
flipchart (or online whiteboard). 

Map the supportive factors and opportunities 
that you could potentially build on (e.g. senior 
leadership buy-in, group of engaged young people, 
some funding available) and the constraining factors 
and challenges that you might face or are facing. 

Figure 1 - Force Field Analysis

Forces for 
change

Sharing 
power with 
young people

Forces 
resisting 
change

Staff 
resistance to 

letting go  

New ideas
Skills and 

confidence of 
young people 

Stronger 
relationships 

More 
effective 

programmes

Commitment 
to listening 

at CEO / 
board level

Lack of skills Needs time 
and resources

01 Starting out   |   Exercise 1
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	 Step 2: Analyse  

Once you have mapped the factors, use the following questions to prompt a 
conversation that can shape your approach to listening or sharing power with 
young people. 

•  �What are the opportunities that you can build on?

•  �What are the constraints you anticipate?

•  �How can your approach overcome the constraints that you have identified?

Sometimes constraints and challenges need to be worked through whilst 
trying different approaches. So don’t wait to work out how to address them 
before starting.  

	 Step 3: Summarise  

If this is an initial conversation where you are just starting to think about shifting 
organisational practice, then you could draw the conversation to a close by 
asking:

•  What is the first step that we could take?

•  What further information do we need?

•  Who could we involve?

If your organisation has already begun to take steps towards sharing power 
then the following questions can help to support strategy development.

•  �What does the mapping tell us about where we need to focus our attention?

•  What constraining factors do we need to monitor and/or address?

01 Starting out   |   Exercise 1
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Exercise 2: Reflecting on 
current listening practice and 
potential opportunities    

Purpose: To understand current practice and potential areas for 
strengthening listening within an organisation. 

Preparation: You will need a flipchart and pens or you can use a jamboard 
or online whiteboard if your meeting is online. Depending on the size of your 
group you could do this together or in smaller groups to support everyone to 
participate. If you are working online, you could ask people to do the mapping 
in advance of the online session to focus the call on the analysis element.

Timing: With a single group of people this could take place within an hour-
long meeting, or 45 minutes if you are pressed for time. If you are working with 
a larger group and will do the mapping in small groups, you will need an extra 
fifteen minutes to share back across the group. 

Introduction to the 
purpose of the exercise

5 minutes

Mapping current 
practice / future 
practice

(Plenary feedback if in 
groups – 10 – 15 mins)

5 – 25 minutes 

Wrap up and next steps

55 – 60 minutes 

Summarising 
implications 	

45 – 55 minutes 

Analysis using  
prompt questions 	  

25 – 45 minutes

01 Starting out   |   Exercise 2
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	 Step 1: Map   

Draw the Venn Diagram1. 

The three outer circles should be labelled: 
‘Listening’, ‘Inclusion’, and ‘Sharing Power 
and Decisions’ (this is the organisational 
perspective). The inner circles should be 
labelled: ‘Voice’, ‘Participation’, and ‘Leadership’ 
(this is the young people’s perspective). Map 
current organisational practice in relation 
to the key areas. Map potential areas to 
strengthen organisational practice. 

01 Starting out   |   Exercise 2

Voice Participation

Leadership

Listening Inclusion

Sharing Power 
and Decisions

Figure 2 - Organisational perspective / Young people’s perspective venn diagram

1. �This Venn diagram is a 
simplified version of the 
diagram in Lawrence 
Becko and Jennifer 
Raven’s Youth Voice and 
Participation Handbook

Facilitation Guide  |  Exploring listening and sharing power with young people

https://issuu.com/soundconnections/docs/youth_voice_and_participation_handbook?utm_medium=referral&utm_source=www-youthvoiceweek-com.filesusr.com
https://issuu.com/soundconnections/docs/youth_voice_and_participation_handbook?utm_medium=referral&utm_source=www-youthvoiceweek-com.filesusr.com
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	 Step 2: Analyse  

Once you have mapped the practice you can use the following questions to 
prompt a conversation that can shape a strategy to strengthen listening or 
sharing power with young people. 

•  �Where is our practice strongest?

•  �Where could we improve? 

•  �Which young people are engaged in the different opportunities?

•  �Are there any young people who are not engaged in any of the 
opportunities/practices we have mapped? Do we know why? 

•  �Are young people progressing and taking up leadership roles or 
opportunities within your organisation?’ 

Not all young people will want to engage with leadership opportunities – but 
it is helpful to understand how young people might be able to progress with 
the organisation if they want to. 

	 Step 3: Summarise  

Drawing out insights and next steps.

•  Where could we strengthen our practice?

•  What further information do we need?

•  Who could we involve?

01 Starting out   |   Exercise 2
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Exercise 3: Reflecting on 
motivation / purpose for listening  

Purpose: To clarify the motivation or purpose of organisational listening or 
sharing power.

Preparation: You will need a flipchart and pens or you can use a jamboard 
or online whiteboard if your meeting is online. Depending on the size of your 
group you could do this together or in smaller groups to support everyone to 
participate. If you are working online, you could ask people to do the mapping 
in advance of the online session to focus the call on the analysis element.

Timing: With a single group of people this could take place within an hour-
long meeting, or 45 minutes if you are pressed for time. If you are working with 
a larger group and will do the mapping in small groups, you will need an extra 
fifteen minutes to share back across the group.

Introduction to the 
purpose of the exercise

5 minutes

Mapping to diagram  
or table	

(Plenary feedback if in 
groups – 10 – 15 mins)

5 – 25 minutes 

Wrap up and next steps

55 – 60 minutes 

Summarising 
implications 	

45 – 55 minutes 

Analysis using prompt 
questions 	  

25 – 45 minutes

02 Initial reflection   |   Exercise 3
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The Sharing Power paper highlights that before you design a process or a 
structure to strengthen listening or sharing power, you need to be able to 
explain why you are doing it (your purpose) and clarify your expectations 
and assumptions. 

This exercise introduces the idea that for a new process or structure 
to be meaningful and useful, there needs to be a mindset shift within 
the organisation. For example, a shift from an organisation delivering 
activities for young people or with young people to enabling young 
people to take decisions for themselves. 

Demonstrates 
commitment to 
young people’s 

rights

Strengthens 
accountability

Builds skills and 
leadership of 
young people 

Brings new 
ideas and 

energy - as well 
as challenge

Builds young 
people’s trust in 

institutions

Improves 
effectiveness 
as decisions 

are informed by 
young people

Why?

02 Initial reflection   |   Exercise 3
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	 Step 1: Map   

Either draw out the diagram 
or use the table below to think 
about your organisation’s 
motivations for strengthening 
listening practice and what 
you have put in place to ensure 
that the purposes that you 
have identified are supported 
by the appropriate resources, 
capacities and skills. 

Demonstrates 
commitment to 
young people’s 

rights

Strengthens 
accountability

Builds skills and 
leadership of 
young people 

Brings new ideas 
and energy - as 

well as challenge

Builds young 
people’s trust in 

institutions

Improves 
effectiveness 

as decisions are 
informed by young 

people

Why?

02 Initial reflection   |   Exercise 3
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This exercise is helpful if an organisation has made a commitment to 
young people’s rights and feel that listening is a ‘good thing to do’ but 
needs to consider what it will take to create a meaningful and useful 
experience for young people.  It can also be used as a clarifying process 
if organisations have put in place new structures and practices, such as a 
youth panel, without being clear about their purpose.  

The focus on clarity of purpose and organisational alignment is critical 
because young people will notice hypocrisy or inconsistency (e.g. an 
organisation that has a youth advisory panel but fails to act on feedback 
about a member of staff or the effectiveness of a particular activity). 
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Why do you want to 
share power with young 
people or strengthen 
listening practice within 
your organisation?

Rate 1 – 6   
(1 = primary 
motivation and 6 =  
not really a motivation 
/ reason for us)

How can this be seen in 
our approach/process 
for sharing power or 
listening?

To demonstrate 
commitment to young 
people’s rights 

To build skills and 
leadership of young 
people

To build new ideas 
and energy, as well as 
challenge 

To strengthen 
accountability 

To improve effectiveness 
as decisions are 
informed by young 
people 

To build young people’s 
trust in institutions 

Anything else?

02 Initial reflection   |   Exercise 3
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	 Step 2: Analyse  

Reflect on what you have mapped/filled in. 

You may find that your commitment/reasons for why you are strengthening 
listening practice lean towards some areas rather than others. You may find 
that this balance is aligned with your organisation’s intention. If it is not, it may 
be worthy of further reflection or investigation. 

	 Step 3: Summarise  

Consider the implications of your analysis and  
develop an action plan where necessary. 

02 Initial reflection   |   Exercise 3
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Exercise 4: Reflecting on how 
to share power well

Purpose: To reflect on listening practice and sharing power.

Preparation: You will need a flipchart and pens or you can use a jamboard 
or online whiteboard if your meeting is online. Depending on the size of your 
group you could do this together or in smaller groups to support everyone to 
participate. If you are working online, you could ask people to do the mapping 
in advance of the online session to focus the call on the analysis element.

Timing: With a single group of people this could take place within an hour-long 
meeting, or 45 minutes if you are pressed for time.  If you are working with a 
larger group and will do the mapping in small groups, you will need an extra 
fifteen minutes to share back across the group.  

Introduction to the 
purpose of the exercise

5 minutes

Work through the 
checklist 

(Plenary feedback if in 
groups – 10 – 15 mins)

5 – 25 minutes 

Wrap up and next steps

55 – 60 minutes 

Summarising 
implications 	

45 – 55 minutes 

Analysis using prompt 
questions 	  

25 – 45 minutes

02 Initial reflection   |   Exercise 4

Facilitation Guide  |  Exploring listening and sharing power with young people



15

	 Step 1: Map   

Work through the questions in the checklist below. 

		�  Step 2 and 3: Analyse 
and Summarise

At the end of each section (Purpose, Process, Learning)  
consider what you have learned and what the  
implications and next steps might look  
like to improve listening practice.

02 Initial reflection   |   Exercise 4
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Purpose: Are you clear about what power you are sharing and why? 

Commitment 
Have you made a clear organisational commitment to sharing power 
with young people? Is everyone involved committed (board, senior 
leaders, staff)?

Purpose Are you clear about why you are sharing power? And what difference you 
expect it to make to your organisation and its work?

Power Dynamics Have you considered the power dynamics involved? Between adults and 
young people? Between young people?

Roles and 
Responsibilities 

Are the roles and responsibilities of people involved (young people and 
adults) clear? Is there flexibility for these to adapt and evolve? 

Benefits Can you explain clearly to young people how they will benefit from their 
involvement?

Process: Create empowering spaces

Centre Young 
People

Have you got the basics right? (youth-centred meeting venues and 
times, appropriate information and groundrules, sufficient time and 
resources)? 

Is the process/structure inclusive? Have you considered different young 
people’s needs and made appropriate adjustments? 

Are the methods and approaches you plan to use youth-friendly? 

Have you involved young people in the design of the opportunity? 

Are there clear feedback mechanisms for young people?

Support Young 
People

Are you clear about the support you will offer to young people involved in 
the process?

Pay Young People Are you clear about how you will pay or compensate young people for 
their time and investment?

Learning: Create space to learn from experience and share it with others 

Centre Learning Have you created time and space for feedback & learning in your 
process/structure?

Gather Evidence Do you know what information and evidence you will gather to support 
your learning and demonstrate the impact of sharing power?

Share Learning Do you know how you will share learning and evidence of impact with 
young people, across your organisation and more widely?

Use Learning Do you know how you will use your learning to improve?

02 Initial reflection   |   Exercise 4
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Exercise 5: Reflecting on 
structures and attitudes 
underlying listening practice 

Purpose: To analyse current listening practice at a deeper level and identify 
shifts that are needed.

Preparation: You will need a flipchart and pens or you can use a jamboard 
or online whiteboard if your meeting is online. Depending on the size of your 
group you could do this together or in smaller groups to support everyone to 
participate. If you are working online, you could ask people to do the mapping 
in advance of the online session to focus the call on the analysis element.

Timing: With a single group of people this could take place within an hour-long 
meeting, or 45 minutes if you are pressed for time.  If you are working with a 
larger group and will do the mapping in small groups, you will need an extra 
fifteen minutes to share back across the group.  

Introduction to the 
purpose of the exercise

5 minutes

Mapping factors with 
forcefield analysis 	

(Plenary feedback if in 
groups – 10 – 15 mins)

5 – 25 minutes 

Wrap up and next steps

55 – 60 minutes 

Summarising 
implications 	

45 – 55 minutes 

Analysis using prompt 
questions 	  

25 – 45 minutes

03 Deeper reflection
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Deeper reflection   |   Exercise 5



The iceberg model encourages us to 
think about what is happening beneath 
the surface and consider the shifts that 
are needed to really listen to young 
people and to share power with them. 
It encourages us to think about the 
attitudes and beliefs that adults and 
young people hold which may need 
to support any structures or processes 
that are created.

Sometimes organisations will put 
in place structures and roles within 
the organisation for young people 
(a youth steering committee, youth 
representatives, young trustees) but 
if this isn’t underpinned by a strong 
commitment to sharing power with 
young people (and a belief that this 

is key to having more impact as an 
organisation) then those structures will 
not be meaningful for the young people 
involved or change what is happening 
on a day-to-day basis. 

Many youth organisations will develop 
a set of values or principles to underpin 
their work which try to ensure that all 
their work is aligned with a commitment 
to empowering young people.  	

You will need:				  

• Flipchart

• Pens

• Post-its or card (optional)

18

03 Deeper reflection   |   Exercise 5
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	 Step 1: Map   

Work your way through the levels of the iceberg (going deeper) – write on post its so 
that you can move what you identify between different levels if you need to. While 
working your way through this diagram, feel free to move back and forth between 
levels. In fact, it is almost impossible to move through these levels without moving 
around in this way. As your understanding of a deeper level improves it may bring 
new insight and detail to the levels above it.  

What are we seeing?  
What’s happening?

What are the patterns  
and trends connecting  
the events?

What are the structures or 
processes that underpin 
or drive the trends?

What are the the 
attitudes, beliefs and 
values that underpin the 
structures and processes?

19

Events

Patterns/
Trends

Structures

Attitudes, 
beliefs,  
values

03 Deeper reflection   |   Exercise 5
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Draw the outline of the iceberg onto a large piece of flipchart paper.
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Prompt questions for assessing 
existing organisational practice

Prompt questions for creating a 
listening vision

How are young people engaging in our 
work? Where do we see high and low 
engagement?

What would we be seeing if listening 
practice was strong within an 
organisation?

When are we seeing examples of when 
we are listening well? Or not listening?

How would you see that on a day-to-
day basis? What would the staff and 
volunteers/young people be doing and 
how would they be feeling?

When we’ve made changes or 
introduced new things, what has been 
the response/have we got it right? 

What would you not be seeing (or what 
would you see if listening practice was 
bad)?

Discussion questions if you are 
reflecting on existing organisational 
practice

Discussion questions if you want to 
have more of a visioning/future-
oriented conversation

Are there particular young people are 
we struggling to engage? Do we know 
why?

What difference would good listening 
make over time? What would the ripple 
effects be?

Are there particular areas where young 
people are not engaging or giving 
feedback? Do we know why?

What would young people and staff/
volunteers be able to do or be feeling?

In which areas do we know about the 
challenges young people are facing 
and their priorities? Where are our 
knowledge gaps?

What patterns and trends would we be 
seeing?

1. Events: What are we seeing? What is happening?

2. What are the patterns that connect the events?

03 Deeper reflection   |   Exercise 5
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How does the way that our work is organised shape what is happening? 

For example:

•  �Is the organisation providing direct services to young people? Or working through 
others?

•  �Are services face-to-face or online?

•  �How regularly are young people engaged and over what period of time?

•  �Is the work rooted in a particular place (which young people identify with) or a 
particular identity (which young people identify as)? 

How does the way that decisions are made shape what is happening?

For example:

•  �Are there any structures or roles in which young people are directly involved in 
decision-making or feeding into decision-making?

•  �Are there dedicated staff roles or a team who are responsible for youth voice and 
engagement? Is it part of everyone’s role or nobody’s?

•  �Are there direct relationships between young people and the CEO or board 
members?

3. �What structures or processes underpin or drive 
the trends and patterns?

This is where we can look at the underlying causes of what is happening 
and what structures can contribute both positively and negatively to 
listening practice. There are a range of structures that can influence 
listening practice both positively and negatively. We can also consider 
how structures in society/the wider context might make it easier or harder 
for us to listen to young people or particular young people. 

(continued on next page)

03 Deeper reflection   |   Exercise 5
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How does funding and funder requirements shape what is happening?

For example:

•  �How much flexibility is there to respond to feedback from young people?	

How do our policies shape what is happening?

For example:

•  �Recruitment - What is the make-up of the staff and volunteers? How easy is it for 
them to establish relationships and rapport with young people? 

•  �Training - What support does the organisation provide for staff, volunteers, 
trustees to strengthen their listening practice?

•  �Remuneration - What policies are in place for compensating young people for 
their time and involvement?

•  �Safeguarding - How does the safeguarding policy/practice help or hinder  
listening practice?

4. �What are the attitudes/beliefs/values that 
underpin the structures and processes that exist?

At this level there can be two different sets of attitudes/beliefs and values. 

•   ��The attitudes/beliefs/values that underpin the organisation’s approach. 

•   ���The attitudes/beliefs/values that underpin the structures in the wider context 
within which the organisation exists.

03 Deeper reflection   |   Exercise 5
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	 Step 2: Analyse  

Stepping back from your iceberg – what do you think about what you’ve 
mapped?

•  �What connections are you seeing between the levels?

•  �Are there any new ideas about where it could be possible to make 
changes?

•  �How can you make sure that you are aligning structures and processes 
with positive values and beliefs?

•  Where do you have questions or need more information?

	� Step 3: Summarise the 
implications of your analysis  

The basic message of the Iceberg diagram is that every situation can 
be addressed at a variety of levels. The challenge is to choose the 
appropriate response at the appropriate level. Not every level needs to be 
explored in every situation.					   

Summarise the key areas in a list of where you think there is potential to 
make changes on a new round of post-its.					   

Prioritise within your list and make a plan to start. 

03 Deeper reflection   |   Exercise 5
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Exercise 6: Reflecting on 
progress and impact  

Purpose: To understand the progress and impact in relation.

Preparation: You will need a flipchart and pens or you can use a jamboard 
or online whiteboard if your meeting is online. Depending on the size of your 
group you could do this together or in smaller groups to support everyone to 
participate. If you are working online, you could ask people to do the mapping 
in advance of the online session to focus the call on the analysis element.

Timing: With a single group of people this could take place within an hour-
long meeting or 45 minutes if you are pressed for time. If you are working with 
a larger group and will do the mapping in small groups, you will need an extra 
fifteen minutes to share back across the group. 

Introduction to the 
purpose of the exercise

5 minutes

Mapping to diagram  
or table

(Plenary feedback if in 
groups – 10 – 15 mins)

5 – 25 minutes 

Wrap up and next steps

55 – 60 minutes 

Summarising 
implications 	

45 – 55 minutes 

Analysis using prompt 
questions 	  

25 – 45 minutes

03 Deeper reflection   |   Exercise 6
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	 Step 1: Map   

Using either the diagram or the 
table - consider what progress 
and impact you have made 
through your listening work. 

Consider the evidence you have 
or information you could gather 
to demonstrate the progres or 
impact. This can include data, 
feedback or stories. 

Demonstrates 
commitment to 
young people’s 

rights

Strengthens 
accountability

Builds skills and 
leadership of 
young people 

Brings new ideas 
and energy - as 

well as challenge

Builds young 
people’s trust in 

institutions

Improves 
effectiveness 

as decisions are 
informed by young 

people

Why?

Purpose Evidence of progress and impact

Demonstrating commitment to young 
people’s rights 

Building skills and leadership of young 
people

Bringing in new ideas and energy – as 
well as challenge 

Strengthening accountability 

Improving effectiveness as decisions are 
informed by young people 

Building young people’s trust in 
institutions 

Other ripple effects from the work

03 Deeper reflection   |   Exercise 6

Facilitation Guide  |  Exploring listening and sharing power with young people



26

	 Step 2: Analyse  

Reflect on what you have mapped/or filled in. 

You may find that you have more evidence for, or have had more impact in 
relation to some of the areas than others. If this is aligned with your primary 
reasons for involving young people more in your work, then you have 
alignment. If not, it may be worthwhile further reflection or investigation. 

	 Step 3: Summarise

Consider the implications of your analysis  
and develop an action plan 
where necessary.  

03 Deeper reflection   |   Exercise 6
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