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PRELIMINARY NOTE 

Este es un vídeo sobre la conferencia Psicología Comunitaria y Capacitación Masiva llevada a cabo en el auditorio de la Biblioteca Pública 
de Heredia el día martes 28 de agosto, 2012. 

La persona quién estuvo a cargo fue el psicólogo y especialista en Capacitación Masiva, Iván Labra (chileno). Este profesional, lleva más de 
una década de estar trabajando en África del sur desarrollando procesos de capacitación masiva. 

This is a video of a conference on Community Psychology and Large Group Capacitation 
presented in the auditorium of the Public Library in Heredia, Costa Rica, on 28 August 2012 
The presenter is the Psychologist and Expert in Large Group Capacitation, Ivan Labra, from 

Chile who worked, among others, more than a decade in southern Africa on the 
development and adaptation of the Large Group Capacitation approach 

 

Youtube  
http://www.youtube.com/watch?v=rvoAYxbF-4E 

1:11:59  
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1 Capacitation, see: Organization Workshop/Clodomir Santos de Morais biography/Laboratorio 
Organizacional/ Clodomir Santos de Morais biografía 
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An initiative of: CAMPUS COTO – BRUNCA REGION – COSTA RICA 

ENTERPRISE, JOB AND PROJECT GROWING PROJECT 
What follows is a transcript made by Dr. R. Carmen, University of Manchester. 
(Mainly because of the background noise and generally poor sound quality, the 

translation from the spoken is not always literal – the questions for the audience, for 
example, were inaudible and some parts only semi-audible – The transriber)  

PART I 

LARGE GROUP CAPACITATION 

Iván LABRA: “I thank you for inviting me to give you this presentation because each 

time an event like this takes place, the Large Group Capacitation Method moves 

forward a little further. 

It has been difficult over the years for us practitioners of the method to come 

together, to discuss and to compare notes, but the Large Group Capacitation Method 

owes a lot to Miguel Sobrado who is someone who over the years has tirelessly 

promoted projects and the method on which they are based, including arranging this 

meeting organized by the Enterprise, Jobs and Projects Growing Project of Coto 

Campus, Brunca, today. (28.08.2012) 

By way of introduction I must confess that during long years I had abandoned the 

field of Psychology, totally; I have been involved for many years in Community 

Development Projects: in Chile itself until 1973, when, under the dictatorship of 

Pinochet, we were sent into exile. At that time we worked in the Institute  for 

Professional Training (INACAP), as teamleader, and the big problem we had, for 

example during the Builders’ course, that we had to teach bricklaying. The teaching 

took place inside a big hall and what we noticed that very little cement was used in 

the mortar, the reason being that at the end of the course the walls had to be pulled 

down again. As for the course in welding for example, I had to authorize the 

purchase the materials for the other professional centres in the province and I know 

that the packets of welding rods, for example, were very expensive. The apprentice 

was therefore shown to use the welding rods sparingly, and again, at the end of the 

course, everything was thrown on the scrapheap. That is what made me and my 

colleagues observe that all of this involved excessive waste.  

From Chile I went to Panama, and in Panama, in order to continue what I had been 

doing, I enrolled with  the Ministry for Rural Development. One day, the Ministry 

received an invitation to send a number of its employees to a  Capacitation Course in 

the Center of Las Guanchias, Pedro Sula,  in Honduras, to a course which was run by 

Professor Clodomir Santos de Morais who worked at that time on Projects on 

account of the FAO, this one was called PROCARA . 



The CENTRE O.W. in Honduras

 1968: Clodomir instrumental in the creation of the 

Capacitation Centre of Guanchias.

 The O.W. Method was used in the construction of 

Guanchias Centre(Correia 145) The Centre O.W. 

capacitated numerous ‘Enterprise Experts’ (now known as 

‘O.W. Directors’)

 1973-76: de Morais FAO consultant for the Honduran 

Agrarian reform, directs the Hond. PROCCARA program

 Under PROCACARA 400 Field O.W.s are held in Honduras             

in which 24,000 Hondurans take part

and 1,053 assoc. enterprises are created

 

That is where I first informed about the Large Group Capacitation method and that 
is when I understood, with my previous experience under the belt, that here we had 
the solution to the problem of Professional Training. For two reasons: first, because 
at the end of the training process these courses left something behind, something 
useful, something tangible, something of value. And secondly, because after a Large 
Group Capacitation experience, a ready-made organization remained. At my return 
to Panama I went to work with Professor de Morais, and on account of the 
International Labor Organization (ILO) in Nicaragua, during the Sandinista revolution, 
and it is there that the first developments occurred which eventually would lead me 
on to Africa. 
 

A propos, I intend to divide this presentation in two parts, first, the 
present one, in which I explain to you my personal experience of the Large 

Group Capacitation Method, while, in a second part, I will deal with 
theoretical issues (Objectivized Activity). 

 
 
Over this entire range I insist on defining myself as a Psychologist and not as some 
kind of Community Development worker. 
And why is this? Because it is precisely in Psychology that I found a  lot of what is 
necessary that is necessary to deal with the problems of the enormously large 
masses of the unemployed, the poor, the vast sectors of the destitute population  
 
During that entire time I refrained from defining myself as a Psychologist. I rather 
defined myself as some kind of ‘Development Worker’. And why was that? Because 
in the field of Psychology I found little if anything which would allow me to better 
engage with the masses, with large groups of people, the countless unemployed, the 
poor, the masses living in conditions of social destitution. On the other hand, I was 
faced with Psychology’s mainstream approaches: Small Group Dynamics. How to 
apply any of these techniques to those enormously large groups of people I 
encountered, to the unemployed, the illiterate, people with lower levels of education? 
However much I tried to to apply known psychological principles to explain, for 



example, the nature of organizational consciousness, it was to no avail and I soon 
gave up. “Clodomir” I said, “what you are doing is Psychology”. And he answered 
promptly: “You do that, Ivan. You are the psychologist, I don’t have a crystal ball 
myself”. . . and that’s where I stopped calling myself a development worker. 
 
And that also is where I can start telling  you how I ended up in Africa. 
  
In Africa, both anglophone and lusophone, a large number of Organization 
Workshops (OWs) took place. The countries I can mention here are Angola, 
Botswana, Guinea Bisau, Mozambique, São Paulo e Principe, South Africa, Namibia 
and Zimbabwe. Some of those OWs were directed by Ian Cherrett, others by 
Clodomir himself, but the great majority by Ivan and Isabel Labra Rodriguez (and in 
the 90’s by the Seriti Institute of South Africa and its director Gavin Andersson). All 
of this represents an considerable boost which was given to this method in Africa. 
My African involvement began when Ian Cherrett was in Nicaragua – Ian Cherrett2 
approached me and asked me: “Would you know how to speak English if I taught 
you?” – when you are looking for a job you would readily agree to anything – Ian, 
who in the mid-eighties, was HIVOS representative for South Africa, then told me “I 
am going to Africa, to Zimbabwe, and if you want there might be a job for you”  
 

Ian Cherrett

QUOTE: “Through the early 1980s the [OW] method
continued in use in Latin America and the Caribbean,
notably in Nicaragua under the ILO “Programa de
Capacitatción para la Organización y el Empleo en la
Reforma Agraria” from 1980 to 1983. Ian Cherrett --
then working for HIVOS (International Institute for
Development Cooperation – Netherlands) introduced the
O.W. to southern Africa in 1986 by directing OWs at
Rujeko farm in Zimbabwe, and, later that year, in
Serowe village in Botswana. (Gavin Andersson, PhD
thesis 2004:131)

Humanist Institute for Development 

Cooperation

 

I finished my work in Nicaragua and returned to Panama. After some time I duly 
received a letter in the Post. When preparing to go to Africa, news came in that an 
Organization Workshop was being planned in Serowe, in Botswana. And this 
workshop, plus another one held in Rujeko Cooperative (Zimbabwe), are the ones 
which, albeit with much trepidation, would take me to hold my first OWs I in Africa. 

                                                           
2
 Ian Cherrett, at present, is the Senior Officer of Rural Development for the Food and Agricultural 

Organization of the UN (FAO) in Latin America based in Guatemala. He is a native of the highlands of Scotland 
and is a graduate of London University in Economics, Geography and Education. Ian has over 35 years of 
experience in development issues in Europe, Latin America, Africa and Asia 



THE OW IN ANGLOPHONE   
AFRICA 

BOTSWANA
Serowe O.W.  

(1986)

Serowe was famed as Botswana's largest 

village after Molepolole. Serowe has a rich 

history in Botswana'; it being the capital for the 

Bamangwato people in the early part of the 

20th century and for being the birth place for 

many of Botswana's Presidents.

Location of the O.W. : Serowe BOITEKO 

Agricultural  Management  Association

Number of participants:  83 members of 

CORDE groups

 

 

SEROWE O.W. productive activities
Ferro Cement tank - Horticulture - Baking

Carpentry - Welding - Fencing

 

The SEROWE O.W. and its 

broader social impact 

• Serowe Land Board accepts land claim

by host enterprise 

• WORKTEAM Magazine publishes

cartoon series on the OW, an english

language ‘first’.

• The South African National Union of

Mineworkers adopts the OW ‘habits’

analysis in their own education progr.
 

In terms of teaching manuals we used there, they had, of necessity, to be all of the 
oral type for the simple reason that the vast majority of the participants we 
encountered there could neither read nor write. This meant that, in actual practice, 



we could not possibly base our training on teaching manuals. Those who could read 
and write had very low levels of (primary) education. Being illiterate, however, is not 
the same as inability to learn. That is why we have to start from the basic principle, 
“We, humans, are all equal”. From the very moment we belong to the human 
species, we are all absolutely identical to other humans, wherever on the planet we 
may be. From this principle we have to deduce that when we ourselves have 
whatever ability to understand, this means that other humans have an equal ability. 
 
There is another concept which comes into play here, the concept of “objectivized 
activity” which was developed, in the then Soviet Union, by the Psychologist 
Alejandro Leontiev. We will deal with the latter in the second part of our 
presentation. 
Now, how can I explain to you the African reality. These are the type of communities 
and people we are dealing with on a daily basis – it is in this context that the OWs 
need to be run. 
 

MEETING THE COMMUNITY

 

MOZAMBIQUE 
1990’s  

Field & Course O.W.s & SIPGER

1. 1991 Polana Canizo Field O.W.: held in one of the 
poorest townships of Maputo, with majority women 
participation

2. First Maputo 1991 COURSE O.W.

- 40 TDE’s trained
- ‘ECOMAL’ Coop. & Fishing Coop a.o. resulted

3. 1992-1995: “SECOND WAVE”: Matzino, Munguine,
Boroma and Nhambala FIELD O.W.s

(see “A Future” p  96-108 for more details)

 
One of the first concerns when running an OW is that the participants organize for 
childcare as the number of participants during the 30-day workshops, usually runs in 
the hundreds, and it would be very difficult for women to participate if there were no 



provision for a crèche. This is a picture taken in Angola and gives you an idea of the 
extreme poverty in which communities where we run the workshops sometimes live. 
 

Transect walk

 
But however poor, there are always opportunities, too, in each location, and which 
can become the basis for OW productive activity. 
 

Opportunities: What element of the reality
could be used to create a work process that is
able to trigger an ORGANIZATIONAL PROCESS 
in the community?

Scoping the Organization Workshop

 
This picture was taken in one of the more recent OWs in South Africa, in Munsieville3. 
It shows an abandoned farmhouse which the OW team managed to have gifted to it. 
The refurbishment of this abandoned building became one of the foci of activity of 
the OW there with the building and surrounding area afterwards brought back into 
production. In each community some opportunity can and will be found which then 
can serve as basis for productive or service activity and an occasion to get organized. 
This in turn will set in motion the psychological development of the participants. 
When I started looking at things in this way, I could not fail but to be struck by the 
fact that people are far more ready to take the initiative, that they are far more 
intelligent than mainstream psychology presumes, and yet, we are in the presence 
here of psychological capabilities. 
And it is at this point that I started to rethink the premises of Psychology and that 
here there was, instead, a golden opportunity for psychological analysis and 
intervention. And as this conference takes place at the invitation of the School of 
Psychology at the University here, this is perhaps for the first time, and Miguel 
Sobrado is here to testify, that we have the opportunity for the Organization 
Workshop and Community Psychology to come together under one roof. 

                                                           
3
 Munsieville is a disadvantaged township situated in the Krugersdorp area in Gauteng Province, South Africa. 



As far as I am concerned, there is no doubt that, 1. I am a Community worker, and 
for many years indeed, I have worked in the community. And 2. What we are doing 
is psychology, because what results as product of our activity is first and foremost a 
greater psychological development of the participants. Therefore, if this is the true 
nature of the process, what we are doing here can actually and really be called 
“Community Psychology”, more precisely, what we are doing could well and truly be 
called “Workshop IN Community Psychology”. 
Now, when we consult textbooks on Community Psychology, we do not find any 
reference to what is happening in terms of community psychology inside an 
Organization Workshop. In those books there is, until now, no reference to what is a 
core issue. What I am referring to is that in none of the Community Psychology 
textbooks there is any reference to ‘autonomous agency” 
 

 

Autonomy 
[vs intervention – transfer – partici(pu)lation]

 Knowledge and skills for the mastery of 
whatever activity or tool can only be gained 
in conditions of total autonomy

 Such self-capacitation is possible when the 
subject enters in direct contact with “the 
object”, ie. tool or activity over which 
mastery needs to be gained

 Any form of interference or external 
manipulation disrupts, inhibits or prevents 
this relationship  and makes capacity for 
autonomous organization and production 
impossible (M. Sobrado)

 
 
 

In the OW context ‘autonomous agency’ means the freedom of the participants to 
act (within the law).  
The Development ‘agent’ on the other hand, acts ‘on behalf’ of a (Development) 
‘Agency’. The development agent, the animator, the extensionist, the social worker, 
as the saying goes, ‘inter-venes’ ‘in’ the Community. 
In the OW the autonomy of the group, and the freedom of the group to act (within 
the law) is central. 
Question from the audience (inaudible) but Ivan explains that there are 4 types of 
OW: the Field OW, the Course OW, the Centre OW and the Enterprise OW, but that 

all four have the following in common:  

1. A large group of people (minimum 40) 
2. The means of Production under the control of the Participants 

3. Full freedom to act (within the law) 

When these three conditions are fulfilled, one has an OW, whether it is done in the 
field with hundreds of persons, or with smaller groups of interns (future directors), 
as eg in the Course OW, or with existing enterprises which need a shot in the arm. 



In the case of a Field Workshop we literally bring everything necessary ‘to the field’. 
In the rare cases we encounter a community which cannot make up its mind as to 
whether engage in a workshop or a community which, a few days into the workshop, 
has still not come up with a workable organizational structure, we simply summon 
our lorry and tell them, OK, we are leaving for the community next door where there 
seems to be a genuine need for a workshop, which, unfortunately, seems to be 
lacking here. In the meantime, we will wait until tomorrow and see what happens. If 
by tomorrow we find that you are not really serious about wanting an organization, 
then we will have no other option but to leave. But it has always to be the 
community itself which has to make the first step of approaching us. 
 
One day we were invited by a community in Mozambique, more precisely by the 
Munguine Union of Cooperatives which was made up of 6 cooperatives. The site was 
near the Nkomati river and with rich agricultural potential which was only 10% used 
because the irrigation channels, dug during the Portuguese colonial period, had 
silted up and become useless during the long lasting war period in the seventies and 
the eighties. During the colonial period the Portuguese had constructed a genuine 
marvel of irrigation technology which meant that, during the tide, the canals which 
had been dug would fill up with water from the Nkomati river and during the ebb the 
canals would irrigate a very large area of agricultural land by the force of gravity, 
without the need for pumps. During the long war years all this had been undone 
because of the silting up of the canals: the entire social make-up of the country had 
complete collapsed since Independence and the ensuing civil war between the 
Machel government and the Boer-regime sponsored RENAMO guerrillas. 
 
There were about 60 people present in the introductory meeting, among whom 
representatives of the German Development Agency ‘terre des hommes’, who, until 
then, had poured a lot of money in all sorts of ‘development projects’ with little 
visible results. With the (white) Development Agency representatives in attendance, 
it was not difficult to guess which direction the discussion would go: ask for yet 
more  ($$) ‘intervention’. I, as representative of the Organization Workshop, started 
by asking them: what are, according to you, the most pressing needs here in 
Manhiça? The answer came without fail: what we need here is a tractor-mounted 
digger (for the silted-up canals). How many excavators do you need then? Well, one 
digger would be all right. You are very lucky because I think I have two diggers for 
you. This statement was welcomed with a big applause and with women ululating 
cheerfully. Then I raised my right hand and said: “this is the other digger”. And then 
I pointed to one of the people at the meeting: and here you have an excavator. And 
next to him: yet another excavator! How many excavators do we have here? Let’s 
count them! 
 
TOTAL SILENCE. . .  
 
What I can do is not to give you a big machine free of charge, but I can contribute 
to helping you to get organized to start with the digging. 
 
What we will do is bring you all the  tools and everything needed for cleaning up the 
canals, including money for a development fund, and we will even include specialist 



classes to help you with all the technical know-how you need, but it is up to you to 
get organized and set up an enterprise. So, when are we going to do it? All this to 
show that the initial contact with the community is essential for the setting up of the 
right perimeters. 
 
The first stage of the OW involved the digging of the trenches. The trenches to be 
dug were each 70m long, 2m wide and 5m deep, all this done completely by hand, 
which involved a lot of operations and tools, such as measuring, digging, 
transporting ballast, wheelbarrows, hoes besides planning coordination. There are 
the associated activities of cooking, of storage, recording, accounting,  caring for the 
infants while their parents are at work etc. In other words, this is a complex task. 
And the reason for this? The work done conditions the type of organization it 
requires. And because the task is complex, it will dawn on people that this cannot be 
done by dint of a simple command by one person – the need to coordinate and to 
organize will become obvious. There is a Development Fund foreseen, for which they 
also need to (be) organize(d) to see that it is managed properly and as the work will 
be paid at the going rate  in the country. 
These OW processes demand a lot of work, non specialized work, low technology 

and absolutely everyone can take part. Depending on the local needs, the OW thus 

moves on from one place to the next. 

 



Skills courses:Traditional midwives

 

 

The OWs always include distinct capacitation components for which instructors with 
the appropriate training content –such as sewing or carpentry, or midwifery, for 
example - are available.  

Civil registration, social grants

Social challenges are 
tackled

HIV testing

 
The OW embraces not only physical work but also health and social issues.This 
picture was taken in South Africa where the OW included work of social nature: HIV 
testing, registering for an ID card (which poor people often do not have), applying 
for government benefits. Also issues such as public and family violence, violence 
against women. 
 



 
There is always construction work going on, such as here, the construction of  
Latrines, such as here in Angola, in a community where before there were none. 

 

Digging the pit for the latrine

 

Recycling

 
 



Another example of OW activity in South Africa: recycling. 

Lectures

 
Every day, for the duration of the OW, there are lectures on (Santos de Morais’) 
Theory of Organization. The man in the foreground is distributing notebooks to the 
participants. As the majority do not know to read and write they would decline, 
saying that they did not need them, but they were encouraged to take one all the 
same. These people could then be observed trying to make notes, which they could 
not of course. But the fact of having paper and pencil in their hands worked as a 
powerful motive to ask for literacy and numeracy classes. The need only emerges 
when it meets its object:  it is the object which creates the need. In another 
workshop in Zimbabwe, with the aim to develop water resources, the first stage of 
the OW involved the digging of trenches. . . . .  
 
To paraphrase Leontiev’s “Before meeting the object that is able to satisfy it, the  
need did not know itself .The need becomes a motive only after meeting the 
appropriate object”:  “The need did not know itself – it has become a motive” 
 
 

END OF PART I 
(part II to follow) 


