Acting ‘restoratively’ and being ‘restorative’ – what do we mean?
- the ‘DNA’ of Restorative Justice and Restorative Approaches in schools and other institutions and organisations
(This paper was originally presented as a powerpoint presentation at a conference in Barcelona organised by the  European Forum for Restorative Justice Conference in June 2006. The ideas came first – the paper followed, and since June some of the ideas have been further developed.)
Introduction - The ‘jadeness’ of jade
There was once a man who wanted to know more about jade. Through a friend he heard there was an expert on the subject living in the next village. The young man went to visit this person, an old man with a quiet, restrained manner. It was agreed that the older man would give ten lessons on the subject and a fee was agreed.

On the day of the first lesson the young man was shown into a room which was light and airy.  He was invited to sit down and the older man gave him a piece of jade and left the room. The young man held the piece if jade in his hand , turning it around and wondering when the lesson would begin. After half an hour the older man returned and said that the lesson was over and showed him to the door.

The next week the young man returned for the second lesson and exactly the same thing happened. Indeed the same thing happened for several weeks and the young man was feeling increasingly frustrated and beginning to suspect he was being cheated.

Then one day he met the friend who had recommended the teacher. The friend asked how the lessons were going and the young man explained what had been happening week after week. 

“And do you know” he burst out angrily “last week he had the cheek to give me a fake piece of jade instead.”

The young man in the story had gradually come to understand, experientially, the ‘jadeness’ of jade. I am fascinated by the question of how we come to understand and appreciate what acting ‘restoratively’ actually means, or what is meant by describing a process or indeed an institution as ‘restorative’ What does it mean to be, for example, a restorative school or a restorative prison? Using an analogy from science – what would the DNA (Deoxyribonucleic acid) of ‘restorative justice’ look like?

This paper takes the educational setting as an example, drawing on my professional and academic work in this field, but at the end it raises wider questions about what it means to be restorative at a personal, an organisational and a district level.

Values, skills and processes

I have chosen to distinguish what I mean by restorative justice by differentiating between its values and principles, the skills that are underpinned by these values and principles, and the various restorative processes that incorporate these skills. As previous keynote speakers in past conferences have reminded us, restorative practitioners must always ensure their actions are grounded in restorative values and principles or else risk diluting their practice.


In order to engage people in exploring what they believe to be the essential values and principles of restorative justice it is useful to remind ourselves what drives a restorative practitioner. I would argue that it is a commitment to building, nurturing and, when necessary, repairing relationships in the community – whether this is the community of the workplace , the local school, the residential home, the neighbourhood, the borough or district, or even on a more national and international plain. If one accepts this underlying commitment as the inspiration behind restorative work then certain essential values and principles come to mind: mutual respect; empowerment; collaboration; valuing others; integrity; honesty; openness; trust and tolerance. The skills include: emotional articulacy (my own variant on ‘emotional literacy’ which doesn’t strike me as active enough); empathy; open-mindedness; active non-judgemental listening and conflict-management skills. The processes will include any interraction that has as its intention to build, nurture or repair relationships. 
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Purists would state that the word ‘restorative’ should only be applied to processes that happen when harm has occurred and when there is something to repair or restore. However there is a flawed logic in arguing that restorative values, principles, skills and processes should only be used in an organisation or an institution once harm has happened, and that they are not relevant at other times. It is clear that much damage and conflict can be avoided in the first place if the adjective ‘restorative’ can be usefully applied to a set of proactive values and skills as well, those that create the fundamental ethos of the organisation/institution. After all – what opportunity is created by a restorative meeting if not a chance for people to become fully accountable, develop compassion and empathy for others, and share a responsibility for finding ways forward? How much better would our communities be if these skills were being developed and used long before anything went wrong? This is certainly the argument in school contexts – that preventative strategies would help young people avoid more serious conflict if they grew up in a ‘restorative milieu’(McCold 2002).
A restorative individual
This argument leads to a discussion then of what an organisation might look like if restorative values, principles, skills and processes were used systematically by everyone in that community on a regular basis. Clearly this situation can only be achieved if people are committed to this on an individual basis, so it is useful to think about what a ‘restorative mindset’ might be like – and I would add, ‘a heart set’, since a restorative mindset draws on heart-felt beliefs.
Taking the example of a school teacher –what would be her priorities once she has adopted a restorative mind and heart set? Given her commitment to working WITH people rather than imposing her own will (doing things TO people) or spoon feeding (doing things FOR people) (Wachtel and McCold 2001), a major priority would be how she can empower her students to take responsibility for their own behaviour and for their learning. Being responsible for one’s own behaviour requires an ability to be accountable and to feel empathy and compassion for the impact of one’s actions on others. In order to develop these values and aptitudes in young people the restorative teacher must model a certain sort of behaviour in her day to day dealings with them. She finds that genuine curiosity, rather than preconceptions, judgements or bias, informs the way she interacts with her students – encouraging them to think for themselves using Socratic questioning techniques.

Thus in the event of a conflict or problem in the classroom, or observing one in a corridor or playground (school yard), the restorative teacher would ensure that she ASKS rather than TELLS. She enquires of those involved what they believe to have happened, what their thoughts were during the incident (and not their opinions – an inflammatory question which can exacerbate conflict), the feelings arising from those thoughts, who they think has been affected and what they believe needs to happen to put things right. Faced with any given situation in a school the restorative teacher does not rush to take sides or make assumptions. Her curiosity encourages those involved to become accountable for what has happened but also to feel empathy for others, and it also empowers them to take responsibility for putting things right. She knows that punitive, disapproving responses alienate people, breed resentment and sour relationships, both between herself and those concerned, and between those in conflict. She also knows that if all sides feel fairly heard and given a chance to put things right for themselves they usually feel better about themselves afterwards, something that rarely happens when people are punished.
Depending on the nature of the situation the restoratively trained teacher has a number of options with regards using her skills. She can simply have a one-to-one conversation with a young person and find that this is enough to move a situation on without further repercussions. If the incident has caused distress or harm to another person then she has the option, following one-to-one conversations with both parties, to invite both to engage in a restorative meeting. (Face to face meetings are often described as mediation sessions) If the incident is more serious then she has the option of involving supporters for the young people – often this would be the parents or key adults who may well have their own story to tell and are grateful for the opportunity to be involved.

A restorative teacher also used her skills in the day to day management of her class and in the way she develops a sense of community within each class. Working WITH her students she invites them to identify what they need to work at their best and this becomes the class agreement. If people are unable to stick to their agreement the restorative teacher may well either use one of the restorative meetings described above or else invite the whole class to sit in a circle and review the problem together. In this way young people learn that their actions impact on others and become accustomed to taking the initiative if amends need to be made. The restorative teacher’s students understand that class rules are not abstract constructions created to make their lives difficult but have grown out of a genuine dialogue about human needs which they themselves share. They come to recognise that failing to meet others’ needs can cause distress or harm and that this wrongdoing is first and foremost a violation of people rather than of rules. This important lesson for life is the lesson that Zehr (1990) pointed out was a key restorative idea, contrasting it with conventional criminal justice thinking, which focuses on crime as rule-breaking.
In fact Circles become the restorative teacher’s stock in trade not only as a reactive strategy but also as a proactive tool for building community, a sense of belonging and connectedness, empathy, self-confidence and the ability to both find common ground and value diversity of viewpoints and opinions. She knows that a sense of belonging and connectedness is crucial for well being and can protect young people from the feelings of rejection and alienation which so often lead to anti-social behaviour and delinquency (McNeely et al. 2002).  In the UK many schools now use Circle Time regularly with their classes in order to do this. Circle Time has a structure and often includes games, pair work and group discussion, but always within the frame of a circle and with clear, mutually agreed, ground rules of engagement.

These various options can be remembered easily by thinking of them in terms of dots on a die – although the design of these varies from conventional dice as each meeting always takes place sitting in a circle.
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The restorative teacher is mindful that her own example speaks loudly to her students and knows that she must be open to ways in which the restorative mindset can inform her own interpersonal relationships at home, socially and at work. The conflict management skills she uses with her students and teaches them to use for themselves must inform the way she deals with discipline issues and conflicts not just in her classroom but with colleagues, friends and family, so that they become second nature.
Restorative Pedagogy

The restorative mindset inevitably impacts on pedagogy. A restorative teacher who works WITH her students ensures that how she teaches simultaneously models her own restorative values but also develops restorative values, aptitudes and skills in her students. Such an approach need not, and indeed must not, be confined to citizenship, civic studies or PHSE (personal, social and health education) lessons. It is an approach to teaching and learning that needs to be consistently applied across the curriculum if students are to benefit and to appreciate the difference. 
How might a restorative pedagogy differ from traditional approaches to teaching and learning? In fact current research about what constitutes best practice confirms what a restorative teacher would be inclined to do anyway. Students respond best to lessons where they are involved in making decisions for themselves about what they learn and how they learn. They appreciate their own preferred learning style being taken into consideration whilst acknowledging they may also benefit from other approaches. The key is good communication – an ongoing dialogue between teacher and student so that both give each other feedback on what is and isn’t working.

The Circle framework provides an example of how a lesson might be structured. Once gathered and sat in a circle, students are encouraged to reflect on the previous lesson, their thoughts and feelings, what they learnt, what questions they still have unanswered and what they need to move on and progress their learning this time. Pair and group discussion could start these ideas flowing and then a structured circle ‘go-round’ could allow for sharing on this. The main part of the lesson could involve students taking responsibility for finding answers to their questions, either through private study with appropriate resources, talking with other students or small group work with the teacher herself or an assistant. The final part of the lesson could be conducted back in the circle with every student sharing what they had found out and what they intended to do as their homework task to deepen their understanding. In this way students learn from each other and the teacher gets ideas from the students about how she can tailor her teaching to meet their learning needs.
Such a structure might not be appropriate for every lesson but it is clear that the familiar ‘restorative framework’ with the key questions about perspectives, thoughts, feelings, needs and ideas for ways forward can be woven into most lesson formats. Teachers can inject a spirit of curiosity, awe and wonder into their lessons by bringing these qualities to the lessons themselves and being prepared to be amazed as they will undoubtedly continue to learn themeslves.

The lesson format itself builds in opportunities for developing restorative skills – pair and group work encourage discussion and the sharing of ideas, perspectives and opinions. It takes skill to remain in open dialogue with one person, let alone a group, and so young people need training in how to be curious, open minded and inquisitive – without falling into the trap of trying to ‘win’ a debate or put others views down by derision or simply by ignoring them. Preliminary activities early in the school year may need to focus on the ‘process’ of pair and group discussion before students can be given the task and be trusted to have a constructive inclusive debate left on their own. The more used to circle process (with  a talking piece being a visual reminder not only of whose turn it is to talk but also that no-one speaks out of turn and everyone has a turn) a group is the better they will be able to conduct these discussions in their own small groups. 

The tasks themselves can have an affective focus – all sorts of subjects can come alive when the thoughts and feelings of real people can be injected into what might otherwise become ‘dry facts’. Imaginative teachers have always done this – and invited students to put themselves in the shoes of key historical figures or literary characters – or indeed those of the ‘person on the street’ during key events. Maths, science and geography can also be enlivened in this way, engaging students hearts as well as their minds, their imagination as well as their rationality.

Working in a restorative team

The restorative teacher’s work is going to be made much easier if she is working within a restorative department, and a restorative year group, which itself is working within a restorative school.(In the UK most teachers in secondary schools are at once part of a specialist department lead by a head of subject or faculty and also part of a year group by virtue of their second role as pastoral form tutor for a particular class)  Her Head of Department/Faculty and her Year Head will themselves be informed by restorative principles in the way they runs their department/faculty or year group. They regularly meets with their team in a circle so that everyone can share their experiences, their thoughts and feelings about how things are going and what is needed to improve things. The department/faculty leader and Year Head know that their role is to create a strong sense of team amongst their colleagues, with commitment to mutual respect and support, whilst also empowering them to take initiatives for themselves. They cultivate a climate of positivity, where everyone openly values their colleagues’ contributions whilst being able to address minor conflicts honestly and restoratively before they escalate and sour relations. Their role as leader means that they model this behaviour themselves in their informal dealings with colleagues, students and their parents, but they may also offer more formal restorative processes if informal interactions are not enough. Trained in the full range of restorative processes they may be the one more likely to offer a restorative process if one of their colleagues is having particular problems with an individual student. This might be simply a face to face meeting or it may involve parents.
Probably the most important role of the Team Leader (department/faculty or year group) is their role as a model of restorative skills and an enabler, so that their team are encouraged and supported in their own use of restorative approaches to teaching and managing behaviour. Without this consistency there will be confusion and bewilderment on the part of students, staff and parents.

Restorative Leadership

If this is true of middle managers how much more true must it be for the senior management team and the Head herself? Their leadership style needs to be informed by the restorative mindset and heart set such that every policy or decision taken can be measured against restorative values and principles and any action taken has restorative language and process at its heart. That is not to say that painful decisions and actions need sometimes be taken but a restorative leader would be working at all times WITH people as much as possible to minimise resentment and breakdown of relationships and communication. Restorative processes can be adapted for all sorts of meetings, from internal discipline procedures to multi-agency review meetings to discuss a young person’s future
. 

Certain key policies will be written with restorative principles in mind – the traditional ‘behaviour management policy’, conventionally based on behaviourist notions of rewards and sanctions, will be re-written as a ‘relationship management policy’ (a phrase coined by Marg Thorsborne, a restorative trainer from Queensland, Australia). This sets out guidelines that apply to everyone in the school and as such is likely to have been developed in consultation with all members of the school community. Policies regarding how to address bullying will also be informed by restorative principles and will apply equally to student-student bullying, staff-student (and vice-versa) bullying, staff-staff and parent-staff (and vice-versa) bullying. Restorative processes can be very effective in all these situations and indeed provide ways forward where traditional approaches do not, and indeed also sadly ignore many of the feelings and needs of those close to the key parties.

The restorative leadership team will be actively empowering students, teaching staff, administrative, catering and domestic staff and parents to become more involved in the well-running of the school. Amongst students there will be opportunities for involvement using restorative and relational skills including being peer mentors or mediators (the former act as a non-judgemental listening ear, the latter facilitate mediation sessions in the event of conflict); school councillors; peer supporters for those needing extra support with learning; social and sports secretaries organising events and fixtures; charity representatives …. the list is endless once students are recognised as leaders in their own right and given the opportunity to take responsibility for the well running of their school.

Amongst the adult groups mentioned again the role of the senior management team is to empower and support a structure of distributed leadership, encouraging initiatives, making time for relationship building amongst key groups and ensuring that restorative and relational training is readily available. Whereas initially a school may rely on external training to build its capacity it will ultimately be looking to develop its own in-house training team and a restorative steering group who will mange to gradual implementation and sustainability of the whole school approach. It is generally agreed that the journey to a fully restorative school could take up to five years and various restorative educationalists offer excellent advice on how to manage this journey (Blood 2005; Blood and Thorsborne 2005; Hopkins 2004; Morrison 2005).
Restorative Districts

Restorative schools are able to function more successfully if they are working in partnership with the other schools in their authority and if the authority has taken a decision to integrate restorative principles and practices throughout its services and management structure. This would mean that the multi-agency support a school draws on – including behaviour support, education welfare, social services, the local mental health team , the youth offending team and the police – would all be informed by restorative principles and practices. Furthermore the conflicts and problems that spill over from the community into school such as neighbourhood conflicts and family feuds could be dealt with in partnership with teams from restorative housing associations, environmental health and the local police. 

This kind of ‘joined-up thinking is enshrined in the recent ‘Every Child Matters’ agenda in the UK, designed to create a consistency of approach and partnership between agencies who might otherwise be working from different perspectives and philosophies. Restorative justice can serve as an overarching umbrella within which all can function. In this way a young person, wherever he or she may be referred, will be dealt with restoratively. Furthermore should they young person find themselves in residential care or in a Pupil referral Unit these two would be running along restorative lines.


A pragmatic reason for a whole authority taking on this approach is so that the community at large gradually understand and benefit from a restorative approach. The International Institute of Restorative Practices refers to Restorative Practices as a Family Empowerment Model since families have a voice in issues that concern them in a way that is unique. One of the main fears for schools embarking on a restorative initiative is addressing what they perceive as the parents’ need for justice to be done in the event of wrongdoing. In fact research suggests that every parent wants their own child do be dealt with fairly – it is ‘other’ children they want severely punished!

Involvement in restorative processes does in fact bring parents round – they feel heard and acknowledged often for the first time and they can see the effects of restoring relationships in terms of a safer and happier school. In the short term however it will help pioneering schools if their new initiative is part of a district-wide one, rather than experiencing the very understandable fear that they may lose their vital student numbers if rumours get out that they are trying something wacky whereby students ‘get away ‘ with wrongdoing. Furthermore district-wide initiatives are likely to be able to access the resources required to put in place effective evaluation and monitoring tools so that evidence can be gathered over time to asses the value of the initiative in terms of performance indicators such as reductions in exclusions, neighbourhood conflicts, re-offending etc


If the aspiration for a restorative authority or district sounds far –fetched and over idealistic then one need look no further than certain authorities where this aspiration is already within reach. The borough of Sefton, in Merseyside, in the north west of England, has established the Sefton Centre for Restorative Practices and, by dint of training and support across the borough over the past few years, is gradually creating a restorative authority. Other authorities are taking note and considering their own position. 

Restorative organisations and institutions  
This paper has considered what a restorative individual might be thinking and how they might be acting, and then looked at how a restorative line manager, and a restorative senior management team might be acting. It has suggested that a single institution, such as a school, will find it easier to be restorative if it is working within an authority or district-wide initiative, not simply in the education field but across the authority in all its services. This would be a pragmatic suggestion from the school’s point of view, although there is clearly a case to be made for the potential of restorative principles and processes in each of these services in their own right.

Indeed many individual services and agencies ARE exploring and using restorative approaches, certainly in the UK. Local government housing and environmental health officers have long had recourse to neighbourhood mediation schemes. Youth offending teams, probation officers and police officers in many areas are using restorative practices. Increasingly the multi-agency support teams working directly with young people in schools are expressing interest in restorative methods and in some authorities residential care staff are being trained in such approaches. 


However the particular focus of this paper has been more than simply enquiring into the potential of restorative approaches with client groups. Its starting point was asking what it means to act ‘restoratively’ and indeed BE ‘restorative’, as a person and as an organisation or institution. It has suggested that acting restoratively starts at the individual level and that not only do individuals benefit from working within a restorative organisation but that the organisation is a better place for being staffed by restorative individuals. 

This paper has concentrated on what a restorative teacher, manager and school might look like there are obvious links to other organisations and institutions and this paper would also like to encourage others to consider what their own environment might be like were everyone in that environment to adopt a restorative mind and hear set.

A typology of restorativeness

I have developed a typology which could be applied an individual level, a workplace/team level and an organisational/district level to stimulate debate. It would be for each individual in specific working environments to fill out the detail on what this typology might look like – inspired perhaps on the thoughts about teachers, school managers and schools.


A scale from -1 to 4 has been chosen to describe an essentially similar situation. Level -1 describes an individual, workplace or organisation that has heard of restorative justice and restorative approaches and has rejected them, for whatever reason. (This need not be taken as a definitive position – it could simply be initial hostility or suspicion based on fear of change or loss of power) Level 0 is simply that – the individual, workplace or organisation has had zero exposure to restorative ideas and so is ignorant of them. Level 1 would be an individual, workplace or organisation with an interest in learning more about restorative approaches. Level 2 would be an individual, workplace or organisation that knows about restorative justice and approaches and supports others to use the skills and processes, but does not take the time to learn about them or use them personally or internally. Level 3 would be an individual, workplace or organisation using restorative skills and processes regularly as and when the need arises – reactively. Level 4 would be an individual, workplace or organisation infused with restorative values, like a traditional British seaside stick of rock, which has the name of its place of origin miraculously written right through the middle of it, wherever it is snapped open. Restorative Justice has become a philosophy, a way to BE, and not just something to DO.
Level
	4
	BEING
	Personal and professional life informed by restorative principles (proactive)

	 3
	DOING
	Using restorative approaches only when an  incident occurs (reactive)

	 2
	ENCOURAGING

OTHERS    

	Aware of restorative approaches – makes referrals to others but not personally involved

	 1
	INTERESTED
	Aware of restorative justice/approaches and open to their potential

	 0
	IGNORANT
	Unaware of restorative justice/approaches

	-1
	RESISTANT
	Rejects restorative justice/approaches – for ideological or practical reasons

                     


Conclusion
This paper has explored what it means to act restoratively and being restorative, using the example of a school as a starting point. The ‘restorative typology’ poses an implicit invitation to any individual, workplace or organisation to review their own restorativeness. Many restorative justice practitioners are very skilled at running restorative procedures for clients but how good are we at turning the mirror onto ourselves, and walking the walk as well as the talk? 
What does being restorative mean for us as individuals at whatever level we work within an organisation?

As a trainer, consultant and researcher in the field of restorative justice I am interested in what support people need once they have been introduced to restorative justice. Training in the basic restorative skills and processes is not enough – that is only the beginning. If the training is good quality, and not rushed or superficial, something extraordinary will have happened to a person who has now become a fledgling restorative practitioner. They may well see the world through what Zehr (1990) has described as a different lens. They may well find that they become more acutely aware of how they interact with others at home, socially and at work. Indeed if those around them are not similarly enthused life can actually be quite challenging. That is why as a trainer I am acutely aware of the responsibility of supporting people post –training and helping them begin the task of transforming not only their own practice but the environment in which they work and live. Hence the inspiration for this paper – what do we mean by a restorative workplace, a restorative community – a restorative world? One thought continues to inform my thinking, something that Ghandi once said:

‘To believe in something and not live it is dishonest’.

So those of us convinced by restorative ideals have no choice – let us continue the debate and learn together.

September 2006
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� Even the most deep-seated problems, one that inevitably spills out into the community and involving long-standing issues in a young person’s family can be addressed using a process called Family Group Conferencing. This is a model where after careful preparation the extended family and friends of a young person identified as having chronic challenges is empowered to find ways forward for themselves.





� In the UK every school works within a specific Local Authority, an administrative unit that comprises the local government and the services required by the local community. Elsewhere the word ‘Authority’ might best be described as the local ‘District’.








