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Introduction
Universal House of Justice has called upon the believers to become more systematic in their efforts. But, what does it mean to be systematic? This paper is intended to be an introductory, easy to understand, guide to becoming more systematic in our efforts. There are three parts, first a few basic principles that should guide a systematic approach; second, a self-test you can use as a basis for consultation; and third, some basic actions you and your community can take to become more systematic in your efforts. 

Becoming more effective in the management of our affairs is essential to the growth of our community. The Universal House of Justice began this recent Ridvan message with the following:

“With great joy in our hearts and high expectations, we come to this Ridvan season at a change of time, when a new state of mind is evident among us all. Abroad in our world community there is a heightened awareness of the value of process, the necessity of planning and the virtue of systematic action in fostering growth and in developing the human resources by which expansion can be sustained and consolidation assured.  The coherence of understanding about these prerequisites of progress cannot be overvalued, nor can the importance of perpetuating them through well-ordered training be overestimated. And so the arrival of our community at such a moment of consciousness is an occasion of significance for us. We are deeply grateful to the Blessed Beauty to be able to recognize and acclaim it at the very beginning of the global enterprise being launched during these festive days.” Ridvan Message, Universal House of Justice, April, 2001

Similarly, in their letter of 9 January, 2001 to the Conference of the Continental Board of Counselors they said the following:

“Advancing the process of entry by troops will continue as the aim of the Five Year Plan – indeed the aim of the series of Plans that will carry the community to the end of the first century of the Formative Age. The acceleration of this vital process will be achieved through the systematic activity on the part of the three participants in the Plan: the individual believer, the institutions, and the community.”

From these messages it is clear that our ability to become systematic in our processes of community life and of expansion and consolidation, is essential to our progress.

I. Principles of a Systematic Approach

Of course the right approach is always dependent both on principles and the circumstances in each community. To find the right balance in your community you may want to consider the following principles of a systematic approach. Each of these can be a topic for consultation as you plan your community’s activities.

1. System-Spirit Balance: One of the important principles in the Bahá’í Faith is “moderation in all things”. It also teaches balance and moderation as a spiritual way of life. We also believe in the balance of the “two wings of the bird” when referring to the role of women and men. We are taught that wealth is acceptable, but to avoid the extremes of wealth and poverty. Throughout the Faith is the idea of avoiding extremes and seeking balance. Becoming systematic can be taken to excess and damage the spirit. But, becoming systematic can also reduce frustrations and conflicts that damage the spirit. For example, a systematic process for deepening new believers and integrating them into the life of the community, is both systematic and adds to the spirit of the community. Always seek to become systematic in ways that enhance the spiritual life of the community. Becoming systematic is not an end it itself, but the means to an end.

2. Steps-Over-Time: A systematic approach, effective planning, is not a single event, an inspiration or a great idea, as valuable as they may be. It includes identifying steps in a dynamic process, over time, and some way of reviewing the progress of those steps. Things that are systematic often have the sound of a drum beat, a rhythm, a pattern over time to which groups of people can learn to dance together. The farmer knows that a successful crop is not the result of a single event, but a series of events, a repeated pattern of nourishment and attention that finally leads to a harvest.

3. Loose-Tight Balance: Any plan needs to strike a balance between such loose definitions of action that no one knows what is expected or when, and an excess of definition and control that denies individual initiative and flexibility. The best balance is often a matter of individual preference and judgment. Consultation should seek to understand these preferences and arrive at the best judgment.

4. Process for Learning: All good planning incorporates the idea that we will learn from our efforts and do things better next time. Institutional memory, or learning, is the result of reviewing plans and actions, not to find blame for failures, but to learn how to do things better the next time. Without this learning we are always “reinventing the wheel,” committing the same mistakes and wasting energy. There is always opportunity for learning. A systematic approach provides systematic learning. A necessary corollary for learning, however, is the absence of punishment for mistakes. If mistakes are met by punishment, the learner develops fear and fear depletes the energy and enthusiasm, initiative is stifled and learning comes to an end. 

5. Create Ownership and Champions: A systematic approach must not be mechanical or an exercise on paper. Ultimately, the ownership and enthusiasm of the individual believer will determine the success of any plan. Ownership and commitment are created by sharing responsibility, and involvement in decision making by those whose actions will result in success.

6. Care to Follow-up: The term “accountability” may connote an authoritarian approach to some. Yet, the failure to follow-up on plans causes individuals to feel that “it doesn’t matter” whether they take actions as promised. Learning to follow-up on plans, to find out how people are doing, so you can praise success and problem solve how to improve a plan, is essential to a successful systematic approach. 

7. Simple Measures Provide Motivation and Learning: The topic of measurement is often controversial. Our reactions are largely based on our cultural experience. Some fear being judged as if they were a student being graded in school. Others remember the fun of sports and the desire to create a higher score as a pleasure. Recognizing these diverse reactions is important. It is also important that measurement does not become an end in itself. For example, keeping a monthly count of how many believers attend Feast may give the Assembly useful information for assessing the effectiveness of their efforts. However, if increasing the number of believers at Feast becomes a primary goal that is used to confront the community, this is a misuse of the measurement. Use simple measures that can help you learn from your efforts and that may provide an opportunity to praise good efforts. 

8. Be Prepared to Change: Goals and plans are a starting point of a journey. You are never sure what you will discover along the way. Good planning includes a willingness to modify plans and goals as the facts demonstrate that there are better plans and goals. Even the largest and most sophisticated corporations that employ high priced strategic planning consultants have found that even the most sophisticated plans are only a useful guide to the journey. The best results come when those involved are constantly sensing the road ahead, feeling their way, responding to the constantly changing environment. This ability to change as conditions change is equally a requirement for success in the Bahá’í community.

Exercise:

Consider a recent teaching plan or another significant effort in your community such as planning and implementing children’s classes. Think about how each of these principles was applied, or might have been applied, to enhance this effort. If you were doing it again, how might you apply each of these principles?

1. System-Spirit Balance:
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2. Steps-Over-Time:




3. Loose-Tight Balance:




4. Process for Learning:




5. Create Ownership and Champions:




6. Care to Follow-Up:




7. Simple Measures:




8. Be Prepared to Change:




II. How To Become More Systematic

The following are some things you can do and consider when trying to be more systematic.

1. Think About How You Think 

 Being systematic is natural for some. Some individuals are even compulsively systematic, planning every detail of their lives. Others, however, find a systematic approach a true spiritual test, even feeling that it is contrary to a “spiritual” approach. Through consultation these different views can be reconciled and an approach developed that will be helpful to the community.

You are probably aware that there can be great differences in the way individuals process information. Certainly, in your community you have noticed that some people will be very analytical, while others will have a primarily emotional reaction to the same information. One person will ask which event came first, which second and which third. The other person will ask how those involved are feeling and reflect on the spiritual significance of the event. These differences should not be viewed as “good” or “bad”, but representing an element of the diversity of the human race. We are just as diverse in our thought processes as in our skin color. 
One way to characterize different patterns of thought is along a continuum from linear to non-linear. We are all capable of some degree of each, but we all have a tendency to lean toward one end of the continuum. These tendencies represent natural talents. Those with more non-linear tendencies are likely to be interested and successful in the arts. Those with more linear tendencies are more likely to be successful in engineering, mathematics and accounting.  In no way should one tendency be considered “good” and the other “bad”, but rather representations of diversity.

What does this have to do with being systematic? It is much easier for those with a linear tendency to be systematic. They are likely the ones in a meeting who will say, “Ok, what is the first thing we need to do to make progress?”  They are more likely to make a list and put dates and names next to them than the person more focused on emotions. 

We all face a test when becoming more systematic. If we are naturally more non-linear, it is a test to appreciate the value of the linear mind and attempt to incorporate those qualities in our own life. If we are naturally more linear, it is a test to appreciate those who see issues from a non-linear perspective and to contribute by gently suggesting a more orderly approach, rather than attempting to impose order.

Exercise:  

In consultation, how can you handle the tests of this diversity of thought?

Imagine that you have a tendency toward a more non-linear view of the world and you are in consultation. Also in the room is an engineer, let’s call him John, who is trained and conditioned to a methodical approach to things. You are discussing the progress, or lack of progress, of children classes. The teachers are lamenting the poor behavior and discipline of the children. John, “Exactly what is it they do that bothers you?” He then asks, “How often, exactly, does this occur?” He then asks, “What steps have you taken to deal with this and when did you do this?” You can see that his questions are very much directed at the “facts” of the case and you can also see that the teachers are becoming a bit uncomfortable with this line of questioning. 

How do you think you would, naturally, respond if you were the other member of the Assembly?



Now imagine a scene in which an individual dealt with this situation in a very non-linear manner. Why would that be frustrating to someone like John? How would you respond to this situation?



Considering the importance of unity and the recognition of diversity, how might you respond to be most helpful to all members of the group?



2. Develop a Learning Attitude for Continuous Improvement

Many people in our culture, perhaps because of the grading systems in school, or other cultural experiences, have developed an assumption that answers are either “right” or “wrong” and it is “bad” to be wrong and “good” to be right. You either “won” or you “lost”. This binary view is much like the traditional Christian view of heaven and hell, when you die you go to either one place or the other. The Bahá’í view is much more of a continuum of progress. This continuum is consistent with the idea of continuous improvement. The Bahá’í perspective on life, in this world and the next, is a perspective of continuous improvement. We accept an eternal commitment to learning and improvement.

If things are either right or wrong, it is very easy to give up on improvement. In reality every plan we develop, every effort we make, every decision we make, contain desirable elements as well as elements that can be improved. You can achieve excellence by continuously examining your efforts (taking account of yourself each day) and finding small ways to improve. Great achievements are often the result of small improvements, made constantly over a long period of time. Rarely is excellence the result of one stroke of genius. Great artists, great scientists, great businesses engage in continuous improvement. Remember that Michael Jordan wasn’t initially considered good enough to be selected to play on his high school team. But, he improved, gradually. 

The following are attitudes, key thoughts that are a foundation for systematic improvement efforts. You may wish to consult on how these apply to your own efforts as a community or Assembly.

The Attitudes of Continuous Improvement:

A. Always seek improvement while appreciating past performance.

When a child takes his or her first steps we applaud and squeal with delight. While we appreciate this humble beginning, wobbly and uncertain as it may be, we also expect natural and continuous improvement. In the larger scheme of things, we are all children, taking wobbly steps and hoping to do better next time. 

When we deal with our Bahá’í brothers and sisters it is most important that we both encourage improvement in their efforts and appreciate the value of the efforts they have made. This is particularly important because of the diversity of the Bahá’í community, the many different levels of experience in the Faith, as well as in areas of service such as teaching or administration.

Exercise:

Consider some effort of members of your community during the past year. How could you have applied this principle?



B. “Creative dissatisfaction” leads to excellence.

Dissatisfaction may be either constructive or destructive. The great artist, athlete, scientist or writer is unlikely to be described as someone who is “satisfied” with him or her self. In fact, they are most often their own worst critic, most aware of the deficiency of their work and energetically seeking the next level of improvement. Their dissatisfaction is “creative” because it creates direction and energy, energy motivated by the awareness of the gap between where they are and where they could be. 

When is dissatisfaction destructive? It is usually destructive, when it is directed at others or, when it fails to recognize prior success. When it is not accompanied by the confidence in one’s ability to improve it is unlikely to lead to helpful change. To be helpful to others we must give them this confidence, recognize their success, as well as give them a vision of how things could be improved.

Exercise:

In the past year, when you have experienced dissatisfaction, has it been creative or destructive dissatisfaction? Why? What could you have done differently?



C. Problems are normal – each an opportunity to learn.

If you follow baseball, for example, you know that even the world’s best hitter’s go into slumps during which they appear no better than the worst players. You know that this is a normal cycle. The world’s best pitchers will have bad games in which they have poor control and leave the game early. This is normal. The most creative geniuses, Thomas Edison, for example, had hundreds of ideas that proved to fail. He tried thousands of ideas to create the light bulb, each resulting in failure, until he finally found the one that worked. But from each he learned. Successful entrepreneurs in business have more often than not had previous business failures. But they pressed on, each time honing their skills.

Trial and error, failures, slumps, and loosing streaks, are all experienced by those, who in the long run prove to be successful. The Writings tell us that tests and trials are for our benefit. They both strengthen our spiritual will and provide an opportunity to learn important lessons. The question is whether or not we view tests from a perspective of continuous improvement, asking ourselves the question, “What can I learn from this experience so I may do better the next time?”

To the loyal soul, a test is but God's grace and favour; for the valiant doth joyously press forward to furious battle on the field of anguish, when the coward, whimpering with fright, will tremble and shake.  So too, the proficient student, who hath with great competence mastered his subjects and committed them to memory, will happily exhibit his skills before his examiners on the day of his tests. So too will solid gold wondrously gleam and shine out in the assayer's fire. 

     It is clear, then, that tests and trials are, for sanctified souls, but God's bounty and grace, while to the weak, they are a calamity, unexpected and sudden. (`Abdu'l-Baha:  Selections ...  `Abdu'l-Baha, Pages: 181-182)

Exercise:

Think of a problem your community faced during the past year. Do you feel that you dealt with this problem as an opportunity for learning? How could you have improved your ability to learn from this problem?


D.  Time matters – Speed feedback, response & learning.

Improvement occurs in time. Imagine the student in school. The student studies and turns in a required paper. Time goes by – weeks, months. Six months after turning in the report, the teacher hands it back with feedback, both corrections and commendations. Now imagine the same student turns in another paper in a different class with a different teacher. Two days after turning in the report to this second teacher, the student receives feedback, with similar corrections and commendations.

In which of these cases will learning be most enhanced? Why?

Imagine that you are having Sunday morning worship services to which you invite the public. You invite guests to fill out interest cards. When interest cards are filled out, how long does it take to respond to these requests for information? Imagine in one case it takes a month or two to get back to these seekers. Imagine in a second case that the teaching committee has established a “24-hour rule.” The rule is that when someone requests information on the Faith, a member of the teaching committee will personally call them and answer their questions within 24-hours. In which case do you think the seeker will be most likely to enroll in the Faith?

There is a great deal of research on the effect of feedback. It is conclusive - the more immediate the feedback, the greater the effect on learning and motivation. The more delayed the feedback, the more diminished its effect. 

Exercise:

Now consider your own Bahá’í community. How can this principle of the immediacy of feedback be applied? Consider either individuals or a committee and consider how you could apply this principle to enhance continuous improvement. 



E. Consider knowledge, skill and motivation when seeking improvement.

All learning is not the same. There are different types of learning that impact different competencies. Knowledge is information – data in the data bank of your mind. Education increases knowledge. Reading a book or listening to a lecture may increase your knowledge of a subject. 

Skill is entirely different. Imagine that you want to learn to touch type at eighty words per minute. Will knowledge of the keyboard, the location of the keys, achieve this? No. Typing is a skill and is acquired in an entirely different way then knowledge. Skills such as speaking a language, playing a musical instrument or a sport, are only acquired through some knowledge, but then much practice and feedback. Practice, practice, practice – this is the essential element in developing skills.

Motivation is different again. Motivation is the “want to” rather than the “can do”. Knowledge and skill enable, the “can do.” What creates the motivation?  Motivation is largely the result of consequences – particularly reward, recognition or appreciation.

Exercise:

Consider a performance problem that was encountered by your community during the past year. Was this problem the result of knowledge, skill or motivation? Did you seek to improve this performance with a prescription that included the appropriate type of learning?



F. Most problems are in the process – Not the person.

Most problems are in the process, how we do things, yet most often we blame the person and fail to fix the process. We change the person and then are surprised to find that the new person performs in a manner similar to the previous person. 

It is very common to do damage by blaming individuals for the cause of problems, create fear, guilt and driving away those who could make contributions to our community. A process is a set of activities, a sequence of steps, coordinated to achieve a result. Planning children’s classes is a process. Planning worship services, a teaching campaign or a conference is a process. 

Imagine that you asked someone to plan a conference. You told them you want to have five hundred people attend, you want nationally recognized speakers, you want it to be held in a very dignified setting, to be held in four weeks, and the costs should be minimal. Great! Imagine the frenzy of activity the good hearted soul would engage in who attempted to meet these criteria. Of course, they would fail. The conference would probably be a mass of confusion, failing to meet most of the stated criteria. They might be blamed for their poor conference planning skills. They would be disheartened and discouraged from future service. Are they to blame? Of course, they are not. The process that led up to this conference is to blame. How it was planned, the steps leading up to it, were impossible. This is a process problem, not a problem that can be solved by blaming someone.

Exercise:

Consider any effort in your community during the past year or two. What was it about the process that led to this effort that resulted in its success of failure? Below we will discuss mapping and improving processes.



G. Keeping score leads to improvement.

The experience of results increases both learning and motivation. Every sport includes a mechanism for scorekeeping. This is not only because one athlete or team competes against another. The runner seeking to improve his or her own fitness measures the miles run each day, week or month; the minutes per mile; the pulse rate at the end of a number of miles. Why do they keep score on their own performance? We measure, or keep score because we are motivated to see improvement. Crowds cheer, athletes practice, and runners perspire to experience results. 

Businesses have learned that sharing results, visualizing results, for all employees to see has a positive impact on motivation. Virtually every quality improvement process includes the graphing and charting of quality performance as well as visualizing processes and opportunities for improvement. This visualization is one for of involvement, giving employees a feeling of ownership and participation in improvement.

How much did your community contribute to the fund this year, versus last year? Did it go up or down? How do you feel about this? How many new believers? How many attended firesides or Feasts? While we should not become consumed by measurement as an end in itself, measures that indicate the progress of our community in our efforts to build a New World Order can motivate us and provide lessons for improvement. 

If we try a new teaching method, a new media campaign, or a new way to communicate about the fund – what effect are they having? Without score keeping we do not know and we do not learn. Scorekeeping implies a systematic approach. Scorekeeping cannot be done once. It must be done each day, week, month or year. Scores can be graphed and you can see the graph moving up or down. This conveys both knowledge and emotion and both may contribute to improvement.

Exercise:

How could you use simple scorekeeping to increase improvement in your community?



3. Learn “Systems-Thinking”

To become systematic it will be helpful to understand the nature of systems and to be able to analyze the Bahá’í community and its components as a system. Systems-thinking is helpful because it leads to an understanding of the unity of different elements, and the interrelationships that are constantly affecting the life of the community.

There are two important relationships when considering a system. One is the relationship of a system to its environment. The second is the interrelationships, the dynamics, within a system.

What is a system? Perhaps the easiest way to understand systems is to look at a couple of examples. A lake or pond is a system. Water comes in from a stream. Animals enter the pond. Pollutants may enter the pond. A pond is a living thing with various processes of life and death taking place within the pond. Chemical processes are changing things in the pond. The pond then produces outputs in the form of run-off water and life that leaves the pond. It is a complete system. Input, a process, and output are the three basic elements of any system.

All ecologies are systems. The ecology of a country, a forest, an ocean, can all be analyzed by understanding their inputs, the processes of change taking place within them, and the outputs. A business is a system. A restaurant for example, has inputs of people, raw materials, information, and then transforms all of these to produce the output of meals that someone will want to purchase - again, inputs, a process, and outputs.

What does this have to do with a Bahá’í community? Are there inputs? Are there processes that use and change these inputs? Are there outputs? Not only Bahá’í communities, but all communities, countries, villages, cultures, are systems with the same elements. By understanding these elements you can easily understand why a community in Atlanta or Chicago, for example, will inevitably be different from a community in a small rural town. Because it has different inputs the processes will necessarily be different and the outputs will be different. You can see that when inputs change (an increase in new believers, for example) there will need to be changes in the processes. 

It may be helpful to discuss the following diagram and consider how this systems model applies to our Bahá’í community. You will see possible types of input, a process, and outputs. Outputs go to someone. Who catches or uses the outputs? In a business these people are called customers. A non-profit organization might call those who receive the output the stakeholders. 

This is not meant to be the “right” diagram for a Bahá’í community; it is merely an example to stimulate your thinking.
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Each of the inputs and outputs in the above diagram are large and inclusive categories. Within each of these there are different components and different processes in the community may impact those components. For example look at the following diagram. This takes only the “People” category and breaks down what people bring with them – their desires, skills and needs. Different processes in the community affect these in different ways. 
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Exercise:

Try to complete the above diagram considering your own community. You may want to use a flip chart and recreate the diagram, brainstorming the different types of people who come into your community and their unique needs, talents or desires. Then ask, “What processes in our community impact these individuals?” What is the result, or “output” of those processes? This is the beginning step in becoming systematic about looking at the processes in your community.  This simply identifies what those processes are, or could be. Then we will look at how they may be improved by mapping and analyzing the processes.

Another useful understanding of systems is an understanding of the relationships within a system. Within any system there are sub-systems, component systems. For example, within the human body there is a digestive system, a respiratory system, a nervous system, a coronary system, etc. In order to “feel well” we know that it is important that all of these systems be functioning well. We know that there is “interdependence” between these sub-systems of the human body. For example, our nervous system can cause respiratory or digestive problems. A problem in one system often results in problems in the other systems.

This is the nature of virtually all systems. There is a high degree of interdependence, or unity, between the parts of the system. We often make the mistake of thinking that we can repair only one system because that is where we feel the problem. But, it is common for the root cause of a problem to be in another system.

In business this can be easily seen. There are not enough sales of the company’s product. Where is the problem? The simple example is that the sales force isn’t doing a good enough job. The sales/marketing system is the problem. But perhaps the customers have found that the quality of the products manufactured by this company are inferior to its competitors. The problem may be in the manufacturing system. But then manufacturing may tell you that the real problem is in the design and engineering of the product. Now it is in the engineering system. And to confuse matters even more, all of this is producing a serious problem in the financial system. Just like the human body, a corporate organization is a complex system with interdependent sub-systems.

You can see that in order to solve problems effectively it is important to examine these internal relationships within the system. 

How does this apply to our Bahá’í communities? If our community is very small, only a few believers, it is a fairly simple system. But, as it grows it will increasingly have sub-systems that will impact each other. For example, the community may have a teaching committee. It may also have a Training Institute. It may also have a Bahá’í Center and a Bahá’í Center Committee. It may also have a children’s class committee. And, of course it may have a Fund committee. Each of these may be seen as a separate system. But, they are also clearly interdependent sub-systems of the larger community system. Just like the business system, problems in one system may be felt in the other systems. 

For example, you may have a wonderful teaching committee that conducts a wonderful series of Sunday Worship services. One of the believers meets a man in the tellers line at the bank - we’ll call him Roy, and somehow begins discussing the Bahá’í Faith. Roy is attracted and comes to a Fireside and to Sunday morning worship services. He tells one of the friends that he is very attracted to the Faith and wants to make a contribution. The friend explains that he cannot contribute to the Fund until after he formally enrolls in the Faith. He says that he has a computer services company and offers to help with a service project, perhaps a computer lab to serve the children in the community. 

Unfortunately, there is no service project or committee and no one contacts Roy to let him know that his service would be welcomed in the community. 

The teaching committee doesn’t recognize this as a problem. Neither does the Training Institute or those responsible for new believer’s deepening. After all, Roy has not yet joined the Faith. But, Roy does not feel valued. He feels that the Bahá’í community is not really interested in the contribution, the service, that he would like to provide. This is an example of a “system” problem. Roy is falling through the cracks in the system. The system does not provide an opportunity to utilize Roy’s energy and contribution. Perhaps there is a missing component in the system, a social-economic development project or committee.

As our communities grow, as the need for us to become more systematic increases, we will increasingly need to be able to understand these relationships. It may be helpful to have a visual model of our community system. 

A non-profit organization is using this model of their organization’s system to analyze how and where it needs to improve and for strategic planning. Notice that this illustrates the external environment including social, technical, knowledge, political and economic forces that impact the system. It then depicts the sub-systems of people systems (training and development, recruitment, etc.); the core work process (the steps in how they do their work); their information systems, their organization structure and their financial systems. They have agreed that these five systems are their key sub-systems. The requirements of these sub-systems are influenced the external environment. For example, the development of new technologies or changes in economic conditions will influence their technical and financial sub-systems. Their planning involves assessing these external changes, then identifying how they need to adapt in order to meet their goals. These sub-systems are also influenced by the organization’s internal values, vision, leadership, and strategy. There are arrows on the diagram illustrating the interrelationship between the sub-systems, their interdependence. This is important because changes in technology may require changes in the skills of the members of the organization. Or, changes in the financial system may have impacts on all of the other systems.

A diagram like this can never fully illustrate the reality and complexity of an organization’s systems. It can, however, be helpful in clarifying thinking, raising questions, about how an organization may need to improve. It helps people to be more systematic in their thinking about how to improve the organization.  

This is just one of many possible ways to illustrate the systems of an organization or community. 

Exercise:

Why don’t you try to illustrate the system and its sub-systems of your Bahá’í community?  Below is an empty diagram.  Discuss this with others and fill it in so that it is relevant to your own community.

Remember that there is no one right way to do this. But the exercise of thinking about how these relationships might be illustrates helps to create insight into how the community really works. 
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Another type of system is referred to in the January 9th, 2001 letter from the Universal House of Justice to the Counsellors. This letter refers to “clusters” as an aspect of systematic programs of growth. A cluster is a group of communities, perhaps organized by area, are by some particular need or similarity. 

The advantage of a cluster is the ability to make optimum use of resources. For example, lets go back to the example of Roy who wanted to make a contribution to the work of the Bahá’í community, although he had not yet enrolled in the Faith. Imagine that in a county, there were three Local Spiritual Assemblies. One of those Assemblies sponsored a social-economic development project that involved tutoring youth after school. Now look at the diagram below and consider the implication of this as an organization, or “cluster” including several communities. Imagine that different communities include individuals with particular interests such as holding children’s classes, forming a choir, social-economic development, or deepening on the history of the Faith. How might this diagram help in illustrating the concept of a cluster?
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4. Map the Process

We have all heard the saying that a picture is worth a thousand words. There is some magic in being able to see a diagram, a graph of data, or the map of a process. There is also power in a group, mapping a process together, asking “which step comes first?”, “which step comes after that?”, and “who does this step?” The simple act of putting steps in a process on a wall or a flip chart and discussing their order is a process that helps the group to become more systematic in its thinking.

The Attitudes of Process Improvement:

1. Most problems are in the process, not the person!

2. Don’t blame the person - fix the process.

3. Every process can be improved – forever!

4. Problems are normal – each an opportunity to learn.

5. Measurement of processes leads to improvement.

6. Every process must have a “process owner” or team responsible for its execution and improvement.

7. We “know what we are doing” by knowing the process.

A more complete guide to mapping processes can be found in the paper “Improving Community Processes: Achieving Dynamic Coherence between the Practical and the Spiritual Aspects of Life.” This paper outlines the simple steps you can take to map community processes. You can download this paper from the Mottahedeh Development Services web site (www.mdssed.org). 

Mapping processes can be done at any level of complexity. For example, here is a very simple description of a teaching process. Keep in mind that this is only one of dozens, if not hundreds, of possible ways to go about a teaching process.
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This map can be extended by “blowing-up” or creating more detail for each of the steps illustrated above. The following is an illustration of just the beginning of this process. Here, the step “Develop Teaching Plan” is illustrated to have several sub-steps. This is not complete. Can you think of other sub-steps that would complete this? You may want to practice taking another one or two major steps and detailing those steps.
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Perhaps the most important question to consider when thinking about a process map such as this is - how does this help to serve the new believer in a more effective way? Does making our process clear cause the new believer to become deepened and an active participant in the community? Does it lead to the utilization of his or her talents? 

The following is a more detailed map. This type of map is called a “relationship map” because it includes the “players” in the process – not just the steps, but who does them. This adds the dimension of how people work together and how work flows among people. Steps are placed on top of each other if they occur at the same time. Otherwise, they move in time sequence from left to right and move to the row of the individual or group who performs this task. This provides a lot of information that can help improve a process or diagnose why there may be a problem.

This is a process map that answers the question “when someone enrolls in our Bahá’í community, what should happen to integrate them into our community?” There is a definition for each of the numbered steps. But, just looking at this raises questions in your mind. It helps you identify issues. It causes you to ask yourself “is that the way we do it?” or, “is this the best way, or can I think of a better way?” The purpose of mapping a process is not to define the one “right” way, but to agree on a way that the community can attempt to follow, evaluate, and improve. 

Too often, we recreate the wheel with every event, and fail to discuss what worked and what didn’t work. Imagine that the next seeker who enrolled was assisted to follow this process. You might then ask the seeker how they felt about the process and how they felt it could be improved. This could be done with each new seeker. Eventually you would discover a very effective way of assisting new believers in their integration into the community. You, and your community, would be systematically improving.
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Exercise: 

On a flip chart make a list of different processes that occur, or may need to occur, in your community. The choose one and develop a “relationship” map like the one above. 

1. First, define the process so there is common understanding as to exactly what the process is that you are mapping. 

2. Second, define what you want this process to accomplish. How will you know that the process is performing well.

3. Third list the possible players in the process down the left hand side. Then use stick on “post-it-notes” to write down process steps and put them in sequence and in the row of the person or group who completes that step. Using the post-it-notes will be helpful so you can move them around as you discuss them. Then you can write down an agreed upon process on the flip chart. 

4. Fourth, ask the question “who owns this process?” Who is responsible? Who should be implementing the process and learning from its successes and failures and then improving the process? This is, perhaps, the most critical step.

5. Delegate and Follow-Up

The ability to delegate, to employ the resources of the community are essential to growth. There are two reasons for this: First, the tasks will become too complex for nine members of an Assembly to do themselves; second, utilizing others is essential to their commitment, growth and development. The Guardian has emphasized this point.

“The first quality for leadership, both among individuals and Assemblies, is the capacity to use the energy and competence that exists in the rank and file of its followers. Otherwise the more competent members of the group will go at a tangent and try to find elsewhere a field of work and where they could use their energy. Shoghi Effendi hopes that the Assemblies will do their utmost in planning such teaching activities that every single soul will be kept busy.” (From a letter dated 30 August 1930 written on behalf of Shoghi Effendi to the National Spiritual Assembly of the United States and Canada, The Local Spiritual Assembly, p. 54).

Many Assemblies and find it difficult engage in systematic efforts because they have not learned to delegate responsibility. Imagine that you are suddenly in a community one hundred years from now. The Faith long ago entered the period of “entry-by-troops.” There are one thousand members of your community and ten new members join each week. You have a Bahá’í Center and a Bahá’í School. You have marriages, births, deaths and other personal events and crisis every week. How will you manage the affairs of the community? Will the Local Spiritual Assembly consult on each new believer? Will the Assembly consult on each personal event or crisis? Will the Assembly directly manage the affairs of the school and Bahá’í Center? How can the Assembly best spend its time?

Clearly, if there is going to be anything other than chaos and confusion in this community, the Assembly will have to delegate responsibility to committees and individuals who are competent to fulfill those responsibilities. The Bahá’í Center will probably require a caretaker who will need to know what decisions he or she can make. The Bahá’í School will need a director or principle, or perhaps a board of directors, with clear responsibility. 

All of the major process in the community will need to be delegated to an individual or group. This does not mean that the Assembly gives up responsibility. But, its responsibility becomes a “managing” task, rather than a “doing” task. Many of us have never been in a position in which we had to manage others, rather than doing ourselves. Many of us are much more comfortable just doing it ourselves. Delegating may be a test. Here are some very simple things to consider when delegating responsibility.

a. Pick the Best People for The Task: The Guardian of our Faith build the Administrative Order by identifying individuals, many who became Hands of the Cause, who were excellent in their ability to accomplish specific tasks he needed accomplished. Many thought that these were not the most “spiritual” individuals (as if we were able to make this judgment!). Some of them did not consider themselves very spiritual. But they were competent! They knew how to purchase marble. They knew how to manage finances. They knew how to work with construction contractors. They knew how to handle legal affairs or purchase property. You can easily imagine someone who might be viewed as very “spiritual” but might be completely incompetent to accomplish these tasks. The Guardian picked the right people for the right job and he may have been able to recognize “spiritual” qualities other than those we recognize. This is a model we should follow.

b. Write Down Roles and Responsibilities: Roles are what you want someone to do and responsibilities are outcomes. To plan children’s classes is a role. To provide children’s classes once a week for an average of 20 children a week, is a responsibility. Writing down the roles and responsibilities creates clarity, reduces possible conflicts, and simply is the basis for clear communication. Sharing written roles and responsibilities, and consulting on these with the person to whom you are delegating, usually leads to mutually modifying them to create clarity.
c. Identify Benchmarks of Progress: When should you follow-up? When should you learn of the progress of a responsibility assigned to someone else? It is always a good idea to say “Let’s get back together and discuss the plan for the children’s classes when you feel like you are ready to set a date for the first class.” “When do you feel this will be?” “In one month, fine.” Such an agreed upon benchmarks is the basis for follow-up. It is motivating to have a date by which something is expected.
d. Follow-up Consultation: It is always a mistake to assign responsibility and then forget about the assignment. This demonstrates a lack of caring or that the responsibility was not really important. Following up demonstrates caring and importance. It also recognizes the reality that once an individual or group sets out to accomplish something, they discover problems, opportunities, or reasons to take different paths. A follow-up consultation should not be viewed as a judgmental evaluation, but rather an opportunity to learn what is working, how things can be improved, and to be helpful to the group. 
e. Praise Progress: One of the clear examples to be found in the life of Abdu’l-Bahá was his frequent praise of the friends. He almost never sought to find fault and criticize. He was always noticing the one good thing, the one sign of progress, and praising the group or individual for their effort. This is key to motivating others. Most of us are good at self-criticizing. We don’t need help. What we all need, however, is recognition for the efforts we make. Praising small efforts leads to greater efforts. 
If the Assembly will do these five simple things, they will be able to manage a large and complex community, without over stressing their personal capacities. It is an axiom of leadership that you succeed by surrounding yourself with those who are better then you, at something. Someone who is better at finance, better at working with children, better at managing the details of a Center, etc. Learning to delegate will be key to a systematic approach in our communities.

6. Sustained Encouragement – Creating Energy:

In the January 9th, 2001 letter from the Universal House of Justice to the Continental Board of Counsellors, the House of Justice points out “Training alone, of course, does not necessarily lead to an upsurge in teaching activity. In every avenue of service, the friends need sustained encouragement...When training and encouragement are effective, a culture of growth is nourished in which the believers see their duty to teach as a natural consequence of having accepted Bahá’u’llah.” 

Abdu’l-Bahá constantly encouraged the friends, no matter how humble their efforts, with praise and respect. Virtually every talk given by the Master begins with praise of those to whom he speaks. The messages of the Guardian repeatedly point out the glorious nature of our destiny and he frequently expressed gratitude for our efforts when he certainly must have known of our faults and inadequacies. Why this encouragement? Why this apparently unbalanced emphasis on the good while ignoring the deficiencies?

There are certainly many answers to this. However, you know, from your own experience the effect of encouragement and criticism. Try to remember a time when you extended great time and effort on a plan or project and received praise and gratitude from your fellow believers or an Institution. What was the effect on your level of energy and enthusiasm? Do you remember a time when you similarly extended great energies and your effort was followed by criticism? What then was the effect on your energy?

Energy enables progress, creates action, is the fire, which is fueled by love of the Cause and is reinforced by encouragement and appreciation. If there is no energy the car cannot be steered. If there is no energy the airplane will fall from flight. If there is no energy, the best-devised plans will not lead to constructive action. How does an Assembly, Committee, or individuals create energy in the community, energy that may then be given direction? 

The process of encouragement maybe divided into two parts: those things that come before performance and may energize the performance; and, those things that come after and strengthen performance. The systematic Institution will consider the performance it desires and what it can do, both before and after the performance, to increase energy and motivate future performance.

First, some things that might come before performance:

a. The Dynamic Force of Example: Every young basketball player is motivated by the example of Michael Jordan. Every young artist by the Isaac Stern, Eric Clapton or other musical superstars. And all Bahá’ís are motivated by Badi and the deeds of all the heroes of the Faith. The degree to which we know what they did, the sacrifices they made, the standard of conduct they set, we are energized toward similar performance. The degree to which we know the Master, the Exemplar, we have an example to follow, a standard, toward which we can try to perform. 

b. Knowledge of the World: Did you read the Atlantic Monthly piece describing the disastrous condition of women in Afghanistan? Or, the article on the disintegration of healthcare and the economy in Russia? Have you read about the spread of AIDS in Africa and its calamity for the children of Africa? Why did the Guardian read many of the world’s newspapers everyday? Because the principles of our Faith, the healing Divine Prescription of our Teachings, come to fulfill a purpose, to cure an ill. If we live in an oyster, cut off from knowledge of the world, we do not fully understand the need, the imperative, that our Faith reach the masses of humankind. Repeatedly the Guardian told us that we must be knowledgeable of the affairs of the world, and he knew that this knowledge would energize us to arise to spread our teachings to a needy humanity. It would also enable us to make our teachings relevant to the distress felt by so many of our friends.

c. Clear and Simple Direction: When an Assembly appoints a committee or an individual to a task it is important that the Assembly make its wishes clear. Committees can spend a great deal of time trying to guess the wishes of the Assembly and be anxious that they are not doing the right thing in the absence of clear direction. What are the three things you would like the teaching committee, for example, to accomplish during the coming year? What would you like them to accomplish in the next couple of months? Are there specific issues you want them to address or avoid? Part of frank and honest consultation is making clear what is in your mind. Clear and simple direction lets the other person know how they can succeed, what will constitute success. This is energizing.

Second, some things that might happen after an individual or group perform:

d. Expression of Appreciation: Many companies that are practicing “team-management” begin management and employee meetings with a standard agenda item: recognition. The chair or facilitator of the meeting simply asks the group, “Would anyone like to share any recognition?” There is usually a period of silent reflection while the members think about who has done something helpful in the past month. This is then shared with the group. The first expression of appreciation stimulates someone else to think of something. And, typically for a period of ten or fifteen minutes, individuals share recognition for other members of the group. The practice sets a positive tone and provides a forum for sharing appreciation that might otherwise be forgotten in the haste to get the work done. 

It is a very good practice for an Assembly to consider at each meeting the deeds of members of the community and consider how they might express their appreciation to those members. Feast is an excellent time for recognizing the efforts of members of the community. Too often, in our culture, we focus on the mistakes, missteps and errors of each other and are all too quick to point these out while ignoring the hard work and efforts of our brothers and sisters. If we want to create energy we must be willing to systematically “catch-someone-doing-something-good.”

While formal decision making and authority reside in the Assemblies, the process of creating energy resides in the individual, as well. How we treat each other, how we express thanks and appreciation, to each other, is a responsibility we all bear. To create a culture of growth we must first create a culture of appreciation.

e. Review and Consult: There have been cases in the Bahá’í community in which an Assembly listened to criticism of a program or committee, perhaps repeatedly, and made a judgment about that program or committee without directly consulting and seeking that group’s views. This is very de-motivating to the group and depletes their energy. To be consulted is, in itself, a sign of respect that creates energy. To review the efforts of your committees, with those committees, reflects your esteem for them and your sincere interest in their efforts. It is wise, when assigning responsibility to a committee or individual, to then establish dates on the calendar when it would be a good time to discuss their progress. This is energizing because it creates a simple goal, the simple goal of sharing progress with the Institution.

f. Publicly Praise – Privately Correct: While most of us don’t want to admit it, we like to be recognized in public. We want everyone in the world, including our mother and father, to know of the good things we have done. It is motivating to recognize effort and achievement at the Feast or other public gatherings. Public comment somehow magnifies the affect. The same is true for criticism. Public criticism, that might in private be heard rationally and considered as an opportunity to learn and improve, when delivered publicly is felt as a stab to the heart. Public criticism is a guaranteed emotional crisis. Never criticize or correct another believer in a public forum, it is simply too damaging. Of course, there are times when an individual needs to receive critical feedback. But, this should always be done in private and in a spirit of love and helpfulness. 

It is also best to write letters of praise, but never letters of criticism. Similar to statements in a public forum, seeing criticism on paper, gives it an official status that magnifies the pain but adds nothing to understanding. Criticism needs to be discussed. There needs to be a dialogue with the individual to help them process the feedback and gain understanding. Critical feedback, presented in a consultative dialogue, in the spirit of helpfulness will lead to growth and maturity.

We must always remember that the Bahá’í community is a community of volunteers. Virtually no one is paid. No one has to be here. We are all here, involved in the Bahá’í community, because we love the Faith, its Founders, and its Teachings. This recognition must guide all of our dealings with each other. It particularly must guide the feedback that we give each other.  

These simple steps can do much to create and sustain the energy of the community if they become part of the culture, if they become systematic.

7. Keys to Developing Systematic Meetings:

Just because we are Bahá’ís and believe in consultation as our primary process for making decisions does not mean that we are effective in our meetings and decision process. Many of our meetings are not systematic and are often time wasting and frustrating. While there are many resources available, including the LSA Development Program, to help us be more effective, there are a few key things that we can do that have proven to enhance the effectiveness of all decision-making groups.

A. Begin With An Agenda: Assemblies and Committees are groups designed to get work done. They are not informal discussion or therapy groups. Although it is sometimes necessary to stop work and discuss the group’s process, the group will be most effective if all its members are focused on the work that needs to get done. This is the purpose of an agenda.

It is a good idea to have a standard agenda that you use to start planning each meeting. This standard agenda might include things such as…

a. Prayers, 

b. Review of Past Minutes and Action Items, 

c. Review of the Agenda, 

d. Recognition for Accomplishments

e. Fund Report

f. Teaching Report and Decisions

g. Deepening and Training

h. Other New Business

i. Action Planning

j. Plan for Next Meeting

k. Closing Prayer

This is merely a suggestion for a standard agenda. The important thing is that you don’t have to start all over planning each meeting. 

B. Use Good Facilitation Skills: The Chairperson in particular, but all members of the Assembly, can benefit from effective facilitation skills. The Chairperson is responsible for assuring that everyone has an opportunity to be heard, that the group stays on the topic, and that decisions are reached in a clear and prompt manner. In short, he or she is responsible for assuring unity and diversity, order and harmony. Simple, isn’t it? No, it is actually a very difficult skill. 

It would be very wise to assure that Chairperson has received training in effective facilitation skills. One source for this can be found at the MDS web site or through the Assembly Development Program. 

C. Write Down An Action Plan: Many of us have experienced frustrating and ineffective group meetings. One of the most common causes for this frustration is the failure to make clear decisions that define what is to be done, by whom, and by when. It is a good practice to have flip chart in a meeting for writing down action items on which the group agrees. By writing action items down on a flip chart it is “group property”. Something owned by the whole group. 

To develop an action plan simply make three columns with the headings What, Who, and When. For each topic of consultation ask if there are any actions on which we have agreed. Then write down the what, who and when. At your next meeting, that action plan should be visible to the group again. Reviewing action plans should always be on the agenda. When you do this review be careful not to cause anyone to feel punished for failing to accomplish a task. We will all fail to accomplish tasks at some point. Simply ask the person if it was done, and if not “when do you feel it could be done”. Ask them if they need any help. Let it go at that. If it continues to not get done, the individual will generally ask for help.

This is “gentle-accountability” and it develops good habits, habits of doing what we say we will do. It also causes the group to feel that they are actually accomplishing something. 

D. Adopt A Model of Decision-Making: Most decision groups learn a simple model, clear steps to make a decision or solve problems. These models are not rigid rules, but a simple road map to guide your journey to a decision. It can serve as a checklist. The following are typical of the steps you can follow:

a. Clarify the Topic: Be sure that all members of the group have a common understanding of the purpose of the decision-making or the nature of the problem.

b. Agree on Spiritual Principles: Bahá’í consultation is distinguished by it connection to spiritual principles. For this topic, what are the principles or Writings of the Faith that may provide guidance?

c. Gather and Agree on The Facts: Many of us have a tendency to want to jump to solutions to a problem before we have common understanding of the facts. Knowledge of the facts is the basis for solving any problem.

d. Brainstorm Alternative Actions: It is helpful to list alternative courses of action prior to making any judgment about the best alternative. Creative solutions usually emerge from non-judgmental brainstorming.

e. Reach Consensus on Best Course of Action: After brainstorming there are several ways to consolidate the list, consider the pros and cons of the alternatives, and then agree on the best course of action. Sometimes agree on more than one course of action may be best.

f. Develop an Action Plan: Now it is time to identify who will do what, when, to implement the decision.

These six steps are not intended as a “one-right” prescription for reaching decisions, but “a” set of steps that have proven to be effective with many different kind of decision making groups.

These simple guidelines for effective meetings are another element of “being systematic” in our actions. 

As we become systematic, while avoiding rigidity, we will find that we save time, reduce frustrations, and become more effective in promoting the group of our communities. In life, in general, progress is made through systematic efforts. The athlete does not achieve excellence as the result of a singular heroic effort, but rather from years of daily exercise and discipline. So to, for the artist or entertainer, the business leader or teacher, the parent or student. 

Becoming systematic, or more importantly, becoming effective in our management of the affairs of the Bahá’í community, is a journey. It is the development of institutional capacity and institutional learning. This paper is not intended as the one right prescription, but rather as a contribution to a continuing dialogue on how best to enhance our community life so that we will fulfill the Guardians guidance: “Until the public sees in the Bahá’í community a true pattern, in action, of something better than it already has, it will not respond to the Faith in large numbers” (Promoting Entry by Troops, page 10).

III. Self-Evaluation

The following will help you test your community’s tendency to be systematic. Choose the one answer you feel most likely represents your community’s approach. 

1. This year we developed a new teaching plan. When doing this…

a. We were very creative and tried a completely new approach without dwelling on the past.

b. We reviewed past plans and considered the lessons we learned from those experiences.

c. We have a lot of experienced teachers so we are going to continue with the same plan as last year.

2. We have three committees appointed by the Local Spiritual Assembly. To guide these committees…

a. We trust them to do what is best so we don’t bother them after they are appointed.

b. We give them a written mandate with general goals and purpose and then ask for a periodic report on their progress.

c. We provide them with clear direction as to the action we want them to take, including goals, numerical measures, a timeline and the exact written reporting format.

3. Each year we set goals for the Bahá’í Funds. To do this…

a. We say prayers and rely on Divine inspiration.

b.  At Feast we ask individuals to set personal goals and anonymously write them on a piece of paper that we collect and add up to provide a community goal.

c. We divide the goals of the NSA by the number of Bahá’ís in the U.S. community and then multiply that by the number of believers in our community. 

4. We are developing a social-economic development project. To develop this plan..

a. We will encourage each individual to arise and be of service as they feel appropriate.

b. We will assess the needs of our community, our resources, and study other projects that have been successful when planning our own.

c. We have formed a committee and they will write a report after contacting local social service agencies, meeting with them, and defining the three highest priorities.

5. Regarding the goals of our community last year…

a. We haven’t reviewed them so as not to cause anyone to feel pressured.

b. We have reviewed them and consulted on why we met or didn’t meet them.

c. We reviewed every goal, called the person or committee responsible before the Assembly and asked for an explanation of their performance.

6. We want to develop a plan to increase the involvement and teaching of youth. To do this…

a. Two of our Assembly members are parents of youth and they will ask them for ideas.

b. We will have a meeting with all youth in the community, brainstorm ideas, and reach a consensus on the two or three things that would be most effective.

c. We have appointed a youth committee and given them specific goals and direction.

7. Regarding the agenda of our Assembly meetings.

a. At the beginning of each meeting the Chairperson asks who has something to consult on and makes a list.

b. We have a standard general agenda that includes correspondence, teaching, the fund, etc.; we then review specific old business and new items to finalize the agenda.

c. We have a comprehensive standard agenda that we follow at every meeting.

8. Regarding the measurement of our community’s performance.

a. Periodically we discuss how we are feeling about our community’s progress.

b. We have identified three to five measures, including Feast attendance, firesides and Fund contributions, that we record each month as indicators of the health of our community.

c. Each committee has been given three to five specific measures of performance and we ask them to report on those each month.

9. Regarding how we handle new believers after they enroll.

a. We trust their teacher to deepen them and invite them to Feasts.

b. We have defined a roadmap or process that the new believer can follow to become integrated in the community and deepened, and our teaching committee assigns a “buddy” to look after the new believer.

c. We develop a specific schedule for new believers to follow and we ask the new believer to report their progress to the Assembly.

10. When our Assembly is presented with a personal problem on which we need to consult…

a. We first listen to the person, we then pray for guidance, and we then share our feelings with the individual.

b. We first deepen on some Writings concerning the topic, such as marriage, we then consult with and listen carefully to the individual’s presentation of their views, we then consult with others involved. After this we consult on the principles, facts, the possible alternatives and then arrive at a decision.

c. We do everything described above and then we write a specific plan to be followed by the believer.

Evaluating Your Survey

Before evaluating your survey consider the dilemma of a healthy systematic approach. A systematic approach is a balance between reliance on trust or faith in the good intentions of individuals, and the reliance on methods of planning and control. Both faith in individuals and methods of planning and control may be either healthy or taken to excess. Sometimes we rely on good intentions and trust without providing any structure, guidance or follow-up. On the other hand, we may rely so much on structure or methods that this may be experienced as “bureaucratic” or excess control. Like so many principals in the Faith, moderation and wisdom must be our guide. Finding this balance is the key to a healthy systematic approach.

For each “a” you indicate give yourself one point. For each “b” you indicate give yourself five points. For each “c”, give yourself ten points. Then add up your total score. Your score will, of course, be between ten and one hundred. If you scored below 30 points the tendency of your community may be to rely too much on individual action and “faith” that the right thing will be done. If you scored above 70 points your community may have a tendency to over-control or over-plan. If your score was between 30 and 70 your approach is more balanced. In each set the “b” answer indicates a balanced approach.

Our Process
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