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ectives of the Facilitative Leadership Practicum = otoe

This Facilitative Leadership Practicum is designed to assist group process facilitators in
designing participatory events that enable inclusive participation and profound respect.

The Rational Objectives of this training event are to:
« Discemn the key factors of successful participatory events .
« Review the steps of designing participatory events
- Deepen understanding of participatory philosophy and principles behind ICA's

Basic Discussion and Workshop Methods

« Gain clarity on different participant styles
- Discover your “natural’ facilitation style and ways to improve you facilitation
- Review the basic ToP ™facilitation methods and appropriate applications

The Experiential Objectives are to:

- Appreciate the critical importance of a well-designed participatory event

» Gain confidence in designing appropriate facilitation procedures

- Experience the joy of understanding your preferred participation and leadership styles
- Affirm the operating assumptions, beliefs, values, and styles of facilitative leadership
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&Elements of a Successful Participatory Event s

A successful participatory event always involves effective management of group process and
group dynamics. There is a sense of accomplishment or well being among the participants »
throughout and especially at the end of the activity. If the event calls for decision making, partici-
pants experience a sense of shared ownership.

S o

When the event is well-designed and skillfully facilitated:

« participants feel honored and respected

- participants experience a safe and level
playing field or atmosphere

« participants feel free to express themselves
honestly

« discussions are focused on the topic, not
on personalities

« participants are not engaged in either
attacking or defending ideas

6' Methods are appropnat' th'
_purposeoftheevent
7 Sku!ofti‘lefacmtators :;i':_- .
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Qeszgmng a Participatory Event Aot

The key to a successful participatory eventis a good design. The 5-step Mode% beiow isa basm framework

for desrgmng a participatory gathering or event. It is a logical a_n_d easy to fcllow stepﬁbyﬁtep approach that

allows a beginning facilitator to design and prepare a successful event. Use the model as aguide only. it
does not list the “do’s” and don’ts;” rather it offers questlons to consider before prepanng to facilitate the

event.

5-STEP Model for Designing a Participatory Event

PLANS & PROCEDURES

step 5 How are the activities organized and facilitated
to ensure a successful gathering?

KEY ACTIVITIES
4 What activities (dialogue, discussions, workshops, presenta-
step tions, games, etc.) will best accomplish your objectives?

EVENT OBJECTIVES

- 3 What do you want the group to know, understand, plan, produce,
Step do, or decide on? What do you what the group to experience?

PARTICIPANT PROFILE
step 2 Who are the expected participants and why are they coming to the gathering?

SITUATION ANALYSIS
1 Why the event is being held? What the purpose of the event? How is it related to previous »
step activities? What are the expected outcomes or results? How will you know if they happened? %

R
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Designing a Participatory Event, continied — obows

step 1

SITUATIONAL ANALYSIS

It is very important to understand the context within which the event is belng held before
actually designing the event. This is done by taikmg with persons most concerned,
reading background information, and carefu!ly analyzmg the srtuatton 1n whlch the event

is a part of.

Points to consider:

« PURPOSE:
Why is the event being held?

What do the organizers say about the event?
What are the given needs/concerns/expectations the event is responding to?

* LINKAGES:
How is the event related to previous events or activities?
How is the event expected to relate to future events?
What follow-up activities are anticipated after the event?

+ RESULTS OR OUTCOMES:
What are the tangible results expected?
Do different people or stakeholders expect different results?
How will the organizers know that the event has been successful?

& Watts & Walker Joand= i I@TM Lacilitative Leadership Practicum
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Qesi_gning a Partidgatory Event, continued oNotes
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« EXPECTED PARTICIPANTS:
Who is expected to participate? How many?
How will the participants be invited to the event?
Why will the participants decide to attend the event?

+ PARTICIPANT ATTRIBUTES: :
What do the participants expect from the event?
Are their expectationsrealistic?
How diverse is the group of potential participants?

+ SPECIAL CONSIDERATIONS:
Will there be “part-time” participants?
What are general positions or agendas that individuals may be bringing to the event?
Are there natural/logical groupings or work teams among the expected participants?

« INTRA-GROUP RELATIONSHIPS;
Are there guest speakers or non-participating people attending?
Are there political or status relationships to be considered?
Are there potentially “difficult people,” e.g., dominating personalities, angry or upset
people, etc.?
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Points to consider:

- Based on the Situation Analysis
and the Participant Profile,
clearly state the objectives that
the event intends to achieve.

« There are two types of objec-
tives: the Objective Purpose or
rational objective, and the Sub-
jective Experience or experien-
tial objective.

» There may be several different
objectives for each type.

© Watts & Walker, 1999

Clearly arﬂculatmg the in of efevent pnor to des g_ ¢ _
important step in prepanngi‘ar and:demgnmg a successful par ‘c:patory event. In this stap
the facilitator gets clear about the purpose and the objectives of the event. Whyisthe
event being held? What does the group need to know or -decide? What productor out-
come is expected? What does the group need o expenence durmg the event?

Subjective Experience

Objective Purpase
What the group needs | The mood or tone of the
to: event?
* know

 understand
« plan or produce
« do or decide on

» What the group needs
to experience: e.g.
excitement, celebration,
soberness etc.

« What should happenin| 7
the group: e.g. newor |
deepened insights, ;
breakthroughs, discov- |
ery, etc.

W w
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Designing a Participatory Event, continued
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«ep4| KEY ACTIVITIES

1. Decide on the type of activities that would best accomplish your
purpose and event objectives. (Consensus workshop, guided
dialogue, action planning, strategic planning, open dialogue, flip
charting, etc.)

2. Formulate the intent for each major activity. An Objective Purpose
and Subjective Experience should be determined for each activity.

3. Determine the time needed for each activity.

4. Sequence the activities into a draft agenda for the event.

%8 B PR BB
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Q Jesigning a Participatory Event, continued e

stepD| PLANS & PROCEDURES

Inorderto ensure the faculltatlcn ofa successful participatory event itis wise forthe 2
facilitator to formulate wrltten procedures for each activity and go over these procedures
with the event organtzers s

1. Formulate written procedures, notes and helpful hints for each activity.

2. Consider the intent of each step of your process and determine whether the steps will
accomplish your objectives.

3. Review each activity noting starting steps, expected products, breaks, and transitions |
from one activity to the next etc., adjusting the draft agenda if necessary. o

4. If documentation is required, decide who and how this will be done.

5. Prepare a detailed agenda and share with facilitation team and the event organizers,
walking through the procedures and clarifying roles.

6. Handle any administrative details:
» room set-up, lighting, ventilation, etc.
- check list of all needed supplies, materials, & equipment, etc.

G R aE YR
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Surticipation Styles

OVERVIEW

The intent of this exercise is:
- Tolearn how to develop and facilitate activities that foster inclusive participation by
discovering how different people prefer to participate when in a group.
« Todiscern how one's preferred participation style affects his or her facilitation style.

Dr. Anthony F. Gregorc created the Style Delineator as a self-analysis tool designed to reveal how
our mind works by revealing our most natural or preferred perceptual and ordering abilities. The
way our mind works directly influences our preferred way to participate when in a group and our

leadership style.

Every human being perceives physical and non physical phenomena abstractly through intellec-
tual, symbolic, intuitive, or emotional ways and concretely through the physical senses of sight,
sound, touch, taste, and smell. Everyone also orders and authoritatively arranges, systematizes,
references, or disposes of this information and experiences in a sequential or random manner.

When perceiving life concretely, we see the world as “the way itis.” We tend to be very practical 7
and grounded and "keep both feet on the ground.” In a group, we want to understand the facts, 5
spread sheets, or bottom-line before we are ready to make a decision. We are willing to work hard

to make tangible things happen and value definite rewards and concrete evaluation.

Whereas, when perceiving life abstractly, we use our ability to grasp, conceive, and mentally :
visualize data through our faculty of reason. This allow us to emotionally and intuitively deal with
inner or subjective thoughts, ideas, concepts, feelings, drives, desires, or experiences. Itis the way
we apprehend and perceive that which is invisible to our physical senses. When thinking abstractly,
we use metaphors and symbols, perceive illusions, and sense the invisible operating in human =

affairs.

%
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Grticipation Styles, continued o

When we order information or experience sequentially, we grasp and organize it in a linear,
step-by-step, methodical, predetermined order. Information is assembled by gathering and linking

elements of data and placing them together in a chain-like fashion.

Highly sequential people naturally sequence, arrange, and categorize discrete pieces of information,
which results in communicating in a precise, progressive, and logically systematic manner. They are
the A to Z folks, the soup to nuts people who keep everyone on schedule. However, highly sequen-
tial people often experience anxiety when information is not presented to themin a very ordered
fashion. They frequently will stop the group until things “get back on track.” In a group they keep to
the agenda and make sharp, clear presentations.

On the other hand, when we order information or experience randomly, we grasp and organize
information in a nonlinear, galloping, leaping, and multifarious manner. Large chunks of data are
imprinted in our mind in a fraction of a second. This allows us to integrate and synthesize diverse
data into new forms and patterns. Information is held in abeyance and, at any given time, each piece
or chunk has equal opportunity of receiving our attention. Such information, when brought into order,
may not adhere to any prior or previously agreed upon arrangement.

SR R T

Thus, highly random people deal with numerous, diverse, and independent elements of information
and activities simultaneously. Complex patterns of data are processed holistically. This ability
results in their communicating in an active, multifaceted and “unconventional” manner. Ina group they 5
are typically “full of ideas” and frequently help a group to break through to new levels of understand-
ing. However, highly sequential people will frequently consider their ideas or presentations to be
incoherent or inconsistent!

TR R
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Slrticipation Styles, continued
All human beings exhibit both abstract and concrete perceptual abilities as well as sequential and

random ordering abilities regardless of color, culture, creed, race, or sex. However, most individu-

als are more sequentially oriented than random while others are more randomly oriented than

sequential. Likewise some are more naturally concretely oriented than abstract and others are

more abstractly oriented than concrete.

Thus, there are four basic styles which everyone has some natural ability to do, but most individuals ‘
naturally excel in one or two. A few individuals have equal ability in all four, either excelling in none
or in all equally.

Concrete/Sequential C$ 5
Abstract/Sequential AS
Abstract/Random AR
Concrete/Random CR 2

Each style reflects, leams, and responds to the world in which we live with different characteristics.
And thus each style manifests different ways of leading and participating in a group.
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CONCRETE SEQUENTIALS perceive the world as concrete, physical, and objective. Reality is static
and predictable. Thus they are usually orderly, practical, focused, and have highly developed physical
senses. The world is obvious, and they have a definite sense of how to deal with it. They apply literal

FAE T SR P U N S S

meaning to verbal and written statements and do not need to see the “big picture” before beginning a task.

Concrete Sequentials find meaning in their work when focusing on the bottom line, meeting deadlines, and -

getting things done. They discover the nonphysical world through direct, hands-on-experiences - like
working in their gardens or working out an elegant computer solution. They follow step-by-step procedures
and do not like to make adaptations or experiment with different ways to do things once they have found
one that works for them.

They love to talk about what they do. They find significance in practical actions. They enable others to find

&

meaning by talking about what they do. They are very comfortable in using structured participatory methods 7
but tend to stop the group process frequently to reflect on what the group is accomplishing or what exactly it

is going to do.

Concrete Sequentials see associations in data and quickly organize almost anything they see. However,

they tend to divide everything into categories of right and wrong or black and white. In a workshop or group

discussion, they excel in seeing the connection between the ideas and organizing them in coherent clus-
ters. They love the Technologies of Participation (ToP) action planning and implementation processes.

The Concrete Sequential’s learning preference is characterized by the propensity to obtain information
through direct, hands-on experience thus they prefer concrete examples rather than theories or abstrac-
tions. They dislike contrived experiences or simulations. They prefer techniques, which present information
in successively connected parts. They like structure, e.g. specific seating, clear-cut objectives, or tests on
specific days. They follow step-by-step instructions well and have a low tolerance for distraction such as
noise or peripheral activities in their work or learning environments. They prefer someone to “be in-charge”
and are uncomfortable when roles are not clearly defined or change.

Concrete Sequentials make good airline pilots, engineers, building contractors, or technicians.
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ABSTRACT SEQUENTIALS live in a mental world and perceive information metaphysically and
abstractly. Reality consists of words or patterns, which correspond to concrete reality. They often
appear aloof, reflective, forgetful, and skeptical to the other styles. They give careful attention to detail s
and form and everything has a definite order. The Abstract Sequential’s thinking is based on their

intellect and the laws of logic.

Abstract Sequentials find meaning in their work by reading or listening to concepts, ideas, or stories.
They have an amazing capacity to decode words and use them with precision. They use mental matri-
ces or intellectual formulae to analyze the world, thus they can outline, correlate, compare, and catego-
rize information quicker than any other style. They place significance in history, tradition, scientific
rationale, and academic merit and tend to formulate quick judgements.

Abstract Sequentials frequently avoid pursuing the subjective realms while in a group, view emotional
displays as being irrational, and generally dislike boisterous activity. In a group discussion or work-
shop, they are most helpful at evaluative thinking and in the interpretation of ideas. They often can see

and convincingly debate both sides of an issue and prefer to “sit on the fence” rather than come to a
decision. Making a contribution to someone else’s understanding of life gives their life significance.

They grasp and remember the main points in a conversation or presentation. They frequently organize
data in a treelike manner starting with a common core and branching into parts derived from the base

or graphically represent ideas with arches or circles.

In a learning environment, Abstract Sequentials prefer to deal with models, ideas, concepts and sym-
bols rather than concrete experiences. They love vicarious experiences. They prefer techniques and
activities that are sequential, substantive, logical, rational, and require mental stimulation. They like
outlines and they read and listen to lectures better than any of the other styles. They expect “people in
authority” to be experts and judge them accordingly. They follow instructions or guidelines well, but
they have little tolerance for distractions of any kind, needing solitude in order to concentrate on the

task at hand.

Abstract Sequentials have an unconscious thirst for knowledge and are highly verbal. They frequently
show up as lawyers, judges, scholars, researchers, or professors.
E R BE BB REEDRBEDERD
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ABSTRACT RANDOMS perceive underlying patterns that are invisible to others. Since they
sense them intuitively, it frequently confounds and surprises others. The Abstract Random’s world
is one of feelings and imagination. Itis a fluid, incessantly-active world. They tend to be emotional,
enthusiastic, empathic, imaginative, and self motivated. They bring an intense interest in and in-
volvement with the “human element” or human relationships within any group. They stay naturally
attuned to nuance of atmosphere and mood.

Abstract Randoms order information holistically. For them, experiences are “happenings” with
many causes joining naturally to form an event. They read body language easily and are aware of
another person’s “vibrations.” They find meaning in their ability to sense and feel and by engaging in
multisensory activities. Abstract Randoms seek out subjective signals of approval and disapproval
and tend to view things either positively or negatively.

In a group their energy and enthusiasm help to spark the discussion and move the group along on
frequently nonlinear paths. When it is time to reflect on an event or clusters of information, the
Abstract Randoms can often generate insights that pull together the treads of unity or consensus for
the group or guide it in new direction.

In alearning environment, they prefer subjective, affective, unstructured, or abstract experiences.
They learn best with multisensory activities. They seem to gather information and delay a reaction
until they can organize it through individual reflection or meditation. They tend to associate the
medium with the message and tie a speaker’s manner, delivery, and personality to the message
being conveyed. They require only minimal guidelines or structure and have a strong preference for
“guide-like” or collegial relationships with teachers or others in authority. They are not prone to
follow instructions, deadlines, or exact amounts carefully. They prefer an overview before being
asked to follow pre-programmed steps. They are able to focus in noisy and busy environments and
have a high tolerance for distractions.

Abstract Randoms are natural counselors, advisors, mentors, volunteers and speakers. They
frequently like to sing, dance, collect antiques, or take care of plants.
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CONCRETE RANDOMS use the physical world as a starting point to explore the nature and significance
of things. They are the folks who always have interesting ideas and will actually do something with them.
They are intuitive, quick, impulsive, adventurous, competitive, optimistic, independent, inspirational and
love challenges. Concrete Randoms are concerned with the process and intrigued with the way in which
things function. They are skeptical of linear approaches. They tend to order things in three-dimensional

patterns.

Concrete Randoms find meaning in their work by experimenting with their ideas, discovering “why” some-
thing works, exploring the significance or meaning in the task. They like to use a variety of methods of
communication and to creatively adapt or change other people’s ideas. They tend to experiment with new
ideas or ways of doing something but adapt them to meet their needs. However, they do not tend to follow
any particular method for long periods of time.

Concrete Randoms work best in small groups. In a group, they will generate a lot of great ideas, but
hesitate to give you a definite position on anything. Concrete Randoms get the gist of ideas quickly and
then tend to “jump to conclusions.” They frequently make “intuitive leaps” which defy human logic but result
in creative formulations. However these “leaps” are frequently difficult to communicate to other styles. They *
see multiple solutions to any problem and persist in finding out why, exploring the significance or meaning,
and predicting possibilities. They tend to resist creating priorities and formal sequences of action.

Concrete Randoms learn through concrete examples and practice. Experimentation is the easiest way
they learn and they are less afraid to try new things than any of the other styles. They prefer a multiple of :
options and alternative approaches to reaching objectives but will follow common guidelines. They expect
“those in authority” to be both “instructors” and guides. They respond to both internal and external rewards
at the same time, thus an uneamed grade or award is not appreciated. They dislike step-by-step proce-
dures and often start a project or take a test without reading the directions. They prefer a stimulus-rich
environment with people and other resources available at call. They can concentrate well in moderately

distractive environments.

Concrete Randoms are natural artists, problem solvers, troubleshooters, and leaders. However, they like
to change jObS frequently

& Walts & Walker 1999 T@m Lacilitative Leadership Practicum
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Participatory facilitation methods are practical tools for enabling highly energized,
productive, inclusive and meaningful participation. All groups and organizationsrely on
how well their leadership is able to inspire, catalyze, and sustain shared learnings and
decision making. Structured participation enables deeper levels of commitment,
greater capacity for sharing wisdom, and owning the decisions arrived at collectively. it
enables groups to be more responsive to change and more creative in implementation.
It encourages and develops broad-based initiative and responsibility. When used
effectively and consistently, it gives the group a sense of both inner and outer well being.

For inclusive participation to work, however, effective facilitation skills and methods are
needed. Without the methods, “participation” simply slides into a situation where any-
one and everyone can say and do whatever they individually want to do—and this often
means that little is accomplished, and many involved feel their precious time, money
and energy have been wasted. Effective methods can make it possible for inclusive
participation to happen as a creative, productive, and even empowering experience.
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The Technology of Participation (ToP ™)

"
@ ¥

facilitation meihods help agroup draw on accumulated group experience to create the needed organizational struc-
tures to get things done and provide the group’s leadership with processes that maximizes the group’s creativity,
decisions, capacities and abilities.
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4 INCLUSIVE PARTICIPATION

Facilitative leadership invites and sustains the participation of all members of
the group. It recognizes that each member of the group has something impor-
tant to contribute, each holds an important piece of the puzzle.

2 TEAMWORK & COLLABORATION

Facilitative leadership 5 REFLECTION &
assumes that teamwork
and collaboration produce LEARNING
better results. ———
. INDIVIDUAL CREATIVITY
@Q Facilitative leadership can bring Facilitative leadership understands that
S out the best of both rational and learning and positive transformation does | *
intuitive thinking capacities, as not occur without depth reflection. @
well as engaging the whole >
person.
6. INTEGRATED :

4 CONSENSUS & = -» ACTION

OWNERSHIP ,_
Facilitative leadership strives to arrive at Facilitative leadership has the capacity
decisions that are owned and supported to produce integrated individual and
by all the members of the group. collective action.
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Have you ever been in a conversation where it was difficult to determine where the discussion was lead-
ing? Or where someone has dominated the discussion to the exclusion of everyone else? Oreven where
people just go on talking and fail to really communicate? We can all identify with the experience of sitting |n ®

meetings at which we could not tell for certain what decisions had been made, or how and why certain
decisions had not been reached. In all these situations, what has been lacking is an effective structure for
conversation to take place.

The GUIDED DIALOGUE METHOD provides us with a structure for effective dialogue in groups, provid-
ing a basis for communication where a sense of meaning, purpose and significance can emerge.

The method works because it follows a natural, human thinking and reflective process. When you enter

into any conversation, a similar process is used. You observe who is in the room, hear talking, become
immediately aware of liking or disliking what is being said or the way it is being said, interpret what it :
means, and respond by choosing to enter the conversation, remain silent, or leave the room. The choice is
influenced by the connections made with the flow of meaning within yourself and the other people in the :
room. This is normally swift and unconscious and it occurs all the time. In GUIDED DIALOGUE, this natural ;
process is simply slowed down to help it become mindful. Fhe

The Guided Dialogue process guides the group through four interactive, but distinctive levels of self
reflection.
1. Objective - engaging the senses (sight, sound, taste, smell, and touch) .
2. Responsive - eliciting imaginative, intuitive and/or emotional responses y
3. Interpretive - catalyzing the sharing of experiences and individual meaning éi
4. Depth - developing a shared sense of purpose and meaning #

Self reflection results in shifts in consciousness, self knowledge, and self understanding. It is the skillful use *
of questions that provide an environment for collective thinking to take place within a limited time frame.

SR koW
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Ihtroduction to the Guided Dialogue Method, continued Aotes

A major advantage of the GUIDED DIALOGUE METHOD is its versatility. It works well with groups ..
where the individual members do not know each other and with groups in which they do. It works
with a group that may never be together again as well as with well-established groups. It works
with people of diverse or homogeneous backgrounds and ages.

The process incorporates the rational, emotional, and experiential reponses of the participants. It
is appropriate for multiple types of conversations.

ll=)> =

Common Applications of the Guided Dialogue Method

There are hundreds of uses for the Guided Dialogue. Some of the more common appli-
cations include using it to:

» collect data and ideas %
« discuss tough issues

« reflect on important issues and events

- prepare for a problem-solving session

» work as a group on presentations or reports

« discover the diversity of perspectives in any group on a topic, issue , or experience
- diffuse anxiety surrounding uncertainties or issues
« analyze accomplishments or failures, thus turning them into learning experiences .
« focus multiple interests on a particular topic or issue
« increase understanding of “givens” in a situation

 explore levels of consensus that may already exists around a topic
« avoid heated arguments by provoking thoughtful dialogue

» move any discussion to a productive end

o - T - - - T
© Watts & Walker, 1999 i ) i :
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Yuided Dialogue Method Overview

cHotes

Toplc. The focus or subject of the dlaiogue tt sets the boundanes of what the group

~ will talk about.

Ob}ect:ve Purpose- The rateonai intent or prachcal

goal of the dialogue. It guides the cal!ectwe thinking process :
‘and de{ermmesihed*rec:tmn of the canversation -

"'SUbjécﬁVé :Expekiencé: The experiential aim or
mner lmpact of thae dialogue It affects the moad of the group

Introduction/Opening:

Setting the stage, introducing the topic

Level One ~ Objective:

Engaging the five senses (sight, sound, taste, smell, and touch)
» Gets people's attention with questions that are easy to answer

+ Invites inclusive participation

« Gets out the facts and data or information

Level Two ~ Responsive:

- Acknowledges emotions, memories and initial associations
- Some questions require participants to use their imagination
» Opens a channel to the right brain

Eliciting participants’ imaginative, intuitive and/or emotional responses

Level Three ~ Interpretive:

+ Relates the topic to personal and other experiences
, « llluminates participants' relationships to the topic
« Reveals individual meaning and values

« |nitiates collective consciousness

Catalyzing the sharing of experiences and individual meaning

Level Four ~ Depth:

>

Developing a shared sense of purpose and meaning

+ Exposes future resolves and/or shared perspectives

» Opens the group to the universal dimension of life

« Draws out the participants' latent knowledge, exposing deeper meaning

B R e R

P - S R -
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Reflect/Closing:
Confirms and affirms the group’s experience and resolve

¥oEa R

w W R
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Vuided Dlalogue Method: Sample Dzalogue

F R RS PN SR L R T R T

Bracketed [ ] questions
optional

Top:c :

Objectfve Purpase.: ' ieariy understand and apprecnate Subjecttve Expenence. CGmmﬁ:mem toa shared sense af
value nf the undarlymg;memes: L purpose excitement abnut [aunchmg the pmgram e

Introduction/Opening: (5 minutes) Let us take 45 minutes and look at the underiying themes
created by the Louisiana Dept. of Public Heatlth for the Healthy Communities Program. Read
themes aloud. Pass out a copy of the themes and reread them as participants follow along. (Or
have participant/s read them aloud a second time.)

Intent of Each Level:

Level One ~ Objective: (3 minutes) » + Get participants’ attention with
« What word or words jumped out at you? ¢ . casyiquesions
» What other phrases stuck in your mind? A Invite participation
. * Recall words and phrases
Level Two ~ Responsive: (12 minutes)

« Which one is the most clear to you? [Which one comes to you as new or fresh? S B e aads

- Which one seems pretty “same old, same old"?] #  jmagination
« What visual pictures orimages came to mind as the themes were read? » * Reflect on the themes
« What color would you associate with any or all of the themes? 8,2 Egrﬂsb;ﬁaﬁ‘;"ﬁz:gf e
« Which one were you most drawn to? Why? [Which one is the most difficult to & gialogue
get your mind around? Why? Which one will make the most difference? Why?] s
Level Three ~ Interpretive: (15 minutes) & 2 AP
. . . “ « Connect the themes to
e ———— « Which themes are already embraced by our community? How are they being #  participants’ community
acted out? .. * Empower participants to identify
D D *How have other communities dealt with these themes? »  with others
«In order to embrace all of these themes in our community, what kinds of things s B:ltl)lgpcommumtv within the
1 ; S0
will have to change? [What challenge§ .wm have t_o be overcome?] % . Help participants to internalize
[What are some of the important decisions we will have to make?] . the themes
*Which one do you see yourself helping to manifest? How? %
“ « Reveal relationship of the
Level Four ~ Depth: ( 10 minutes) »  themes ‘; the heatth of the
« What are these themes really about? (Wait in silence for an answer.) o ng";:" pgmcipants, A% 10
: ) : > > = What will this mean for the health of our community? #  ownership
% . Expose shared meanings

Closing: | don’t know about you, but I'm really excited about getting started!

P
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Hleparation for an Effective Guided Diglogue oo

g g 9 W B &

GETTING STARTED

Determining the focus, purpose, & mood of the dialogue
Brainstorming the questions for your dialogue

WW?%%W%W?X%%%?@% ( \

'W?;‘:
Decide the focus or subject of the dialogue. It will set the boundaries of
what the group will talk about.

¥ OB

SN

R
AR

1. Decide in what way
the topic relates to
the group and give it
as specific and clear
a focus as possible.

The quality and outcome of the conversation depend upon how much the
faciliatator has thought through the purpose or reasons for the conversa-
tion and just what s(he) wants to accomplish with the dialogue.

- The Objective Purpose is the rational intent or practical goal of the
dialogue. It guides the collective thinking process and determines the
direction of the conversation. Ask yourself what you want the group to
know, learn, discover, explore, or decide.

2. Write out your Objec-
tive Purpose and
Subjective Experi-

Slicciicitidiglogtics « The Subjective Experience is the aim or inner impact of the dialogue.

It affects the mood of the group and sets the tone of the communication |
between the participants. Ask yourself how you want the group to experi- | *
ence, e.g helpful struggle or mutual trust, or how do you wantthe group |
to “be?” e.g. will they be excited or intrigued with a new idea? 2

3. Review the intents of
each level of the
dialogue process.

D S oS O Ry

When brainstorming possible questions, just write down the questions .
that flow out intuitively in whatever order they occur to you. By writing
each question on a separate post-it, you can organize them by level later | =
as you finalize your set of questions. It is important to remember that not =

4. Brainstorm questions
that might realize
your Objective Pur-
pose.

R R R R R R R R RN

all the questions will be used or several might need to be reworded to «
Qetter fit into the level and flow of the dialogue. /)5

R e T - A -
© Walts & Walker, 1999 i L
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.gf)reparation for an Effective Guided Dialogue, continued

BB %R s

CREATING OBJECTIVE LEVEL QUESTIONS

Engage the five senses (sight, sound, taste, smell, and touch)

« Get participant's attention with questions that are easy to answer
« Invite inclusive participation
» Get out the facts and objective data or information

/%r/ 7 fﬂ:ﬁ?ﬁlﬂ#ﬂ#ﬁ?&?/ﬁﬁ?ﬂ;ﬁ#ﬁﬁ#{%ﬁ&‘%}
e,
4 g ¢

)
&
\ 4
P

' STEPS ) PREPARATION TIPS
| 5. Choose your Objec- |/ Be sure that the first questions you will ask are very precise and very |
;ﬁ tive Level Questions é specific. They should be very easy to answer for they are just asking | *
5 from your list. f for facts, easily observable objective data, or obvious initial sensory

. | | responses.

|| 6.Rephrase questions |

:}j to make them as ; As you lead this section of the dialogue, remember there are no

| simple as possible ? wrong answers to these questions. You are out to get as many differ- |«
| andthusvery easy g ent answers as possible in the time allowed. s
|| foranyparticipantto | Dl _ P ;
; answer. - Inclusive participation is assured if you can get every participant to E
/ | | answer atleast one of the questions at this level; thus, youmay plan  |*
; 7. Check to make sure ; to go around the room. However, keep the pace very quick, honoring |~
| yourquestionswill || | eachanswerwithequal affirmation. ‘
|| elicitonlyanimme- || "
| diateresponseof1- |
|| 5words. “’

O
- R S S
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dample Objective Questions g

1. Whatdo you see? (What did you see?) 25. What are some teams you've been a part of? *

2. What did you hear? 26. Who do you remember from your team?

3. What words stand out? 27. What headlines have caught your attention =

4. What are some of the things we did today? this week?

5. Who were the characters? Who was there? 28. What lines of dialogue do you recall?

6. What colors do you see? 29. What did say to 7

7. What shapes do you see? 30. What do we already know about this subject? =

8. What are some events you recall in the past 31. What facts have been established?
year? 32. What data has been gathered so far?

9. How many animals were in the film? Which 33. What was the sequence of events? &
ones? 34. What sections did you underline?

10. What were the characters’ names? 35. What background music were you aware of?

11. What did you hear Mr/s. say? 36. Who were the people mentioned?

12. What do you notice about this new form? 37. What were the elements of the story?

13. What are some of the new features on this 38. What picture illustrated the story/article? =
case? 39. What do you think of first when | say the

14. Who was present at the meeting? Who spoke? word(s) ?

15. What topics were discussed? 40. What were the key points in the speech?

16. How many people attended? 41. How many key points did the speaker make?

17. What scenes do you remember? 42. What were the events leading to...?

18. What sounds did you hear? 43. What are the chapter headings? $

19. What happened, chronologically? 44. What objects do you see?

20. What facts do we know about this situation? 45. What comments were made?

21. What articles have been published on this 46. What behaviors or responses have you Ifi
topic? observed? 2

22. What caught your attention about 47. How many parents/teachers/ children ¥

? attended?

23. When did we do that? 48. Where did people sit?

24. What are some memorable events of your 49. When did we last discuss this topic?
childhood? 50. What happened first?

53
&g
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./ ‘teparation for an Effective Guided Dialogue, continued oHotes

CREATING RESPONSIVE LEVEL QUESTIONS

Elicit participants’ imaginative, intuitive and/or emotional responses

» Some questions require participants to use their imagination
« Evoke emotions, memories and initial associations
» Open channel to the right brain and intuitive thinking

O A R .{/.-‘ffﬁfz‘f///ffwz»w;,
Z D
Jﬁ»

PREPARATION TIPS

It is extremely important to design questions that elicit the imagination in
order to get more powerful and honest comments and perspectives later
on. These questions and answers should draw forth many diverse
responses, associations and images.

8. Listthose ques-
tions that draw out
emotional, intui-
tive, or imaginative
answers.

:tﬁﬁ%tﬁﬁﬁ%tﬁ:’({‘:’(‘iﬂ%‘k&

This level of questions can be a bit tricky to devise, given that some
participants will not be used to noticing their emotional responses, much
that invite positive less sharing them in a group. However, as individuals respond to the
responses first and questions, what they share at this level will begin to trigger more aware-
negative second. | ness and enable them to become personally engaged in the dialogue. -

Order questions

R S R AR

4
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ﬁ
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SR

10. Arrange final list of Remember that no matter how “rational” the topic may be, emotional
questions, begin- |/ and “subjective” responses will find their way into the dialogue. Your job :
ning with simpler, as afacilitator is to structure the questions to invite these at this level, @
moving to more | | where they will strengthen and support rather than detract from the

objectives of the dialogue at a later point.

%

-

£
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cSample Responsive Questions ot
1. What do you imagine was the reason for 26. What gives you courage?
iSRRI Y ST P 28. Where do you feel your creative juices getting
2. What parts reminded you of your own stirred up? #
? 29. What seems the most critical?
3. Where do you find yourself ambivalent? 30. Is this more like “X” (e.g. an ice cream sundae) 5
4. What brought out your anger? or‘y” (e.g. a peanut butter & jelly sandwich)?
5. Where were you anxious? 31. What parts do you feel detached from? Or feel
6. What made you feel appreciated ? they just aren’t important? :
7. What came to you as really beautiful? 32. What are you most doubtful about?
8. What made you want to place blame? 33. Where were you irritated? a
9. What seemed boring 34. What brought out a sense of harmony?
10. What is on target? 35. What was inspiring?
11. What seems certain? 36. What color would you add? Why? #
12. What is most exciting? 37. Where did you find yourself a little jealous? 4
13. What did you find charming about it? 38. Where did you find yourself judging?
14. Where are you really clear? 39. What was liberating? .
15. What would make you feel more comfort- 40. What filled you with longing?
able? 41. What was most painful?
16. What calls you to make a commitment? 42. Where were you elated ? .
17. What requires your compassion? 43. What gave you a sense of panic? :
18. What pieces are competing? 44. What was especially pleasing? or displeasing?
19. What concerns you? 45. What caused you to feel pressured?
21. What was annoying? 46. What would it be like if 7 @
22. What seems really complicated? 47. What was most intense? 5
23. Where are you confident? 48. What was really easy? most difficult? :
24. Where were people alienated? 49. Where are you resigned? b,
25. What has you confused? 50. What do you intuit will be most important? :

%%
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ﬂeparation for an Effective Guided Dialogue, continued

CREATING INTERPRETIVE LEVEL QUESTIONS
Catalyze the sharing of experiences and individual meaning

« Relate topic to personal and other experiences

« llluminate participants’ relationships to the topic

» Elicit sharing of individual meanings and values

» Initiate collective consciousness

7

STEPS

11. List those questions
that require that the
participants to share
experiences.

12. Place questions that
require answers that
describe what they
have observed in the
world or in others
before asking for

personal experiences.

.&tN‘.i:-‘:ti::.\ttb‘m\‘}‘::_'-‘.\\ti.\\}t&l\':@.ﬂ.ﬁ:::tm:&tﬁ:tm&t&&mﬁcﬁ@
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R O N 8500000523 0088888

13. Then list questions
that consider the

meaning or signifi-
cance of the topic.

123320022222928088%

SHRRS

14.

Order from easiest to
>, more complex.

7
R

o
S
Ry

i e
PREPARATION TIPS
The questions in this level of the dialogue are preparing the group »

for aresolution, transformation, or commitment of some kind about | =
the topic. Itis at this level that connections are made among the 5

group and to the topic. :
The questions at this level build off the first two levels, adding

meaning, significance, value, importance, or purpose to the situa- | -

tion, topic, or dialogue.
In leading this section, allow multiple opinions, perspectives, N
points of view, and experiences to be shared.
This level usually takes the most time since the questions callfora |;
deeper response. :
At this level in the dialogue, the group may leave the specificsof |«
the topic and move further or deeper into areas that have been 5
allowed to surface from the beginning. You will begin to observe A
@ur objectives for the dialogue coming to fruition. / :
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1.
12.

13.
14.
15.
16.
il
18.

19.
20.

21.
22.

23.

24

dample Interpretive Questions

What were some of the key points made?
What is this about?

What assumption is being called into question?
What is the importance of this?

Where was the turning point?

What new vantage point has this given us?
What new insight did you get from reading this?
What would you call or name this?

What difference will it make?

. What are some of the decisions that we will

have to make?

How does this effect our future?

What would you say lies underneath these
issues?

How has this been beneficial to you personally?
How will you appy what you have learned?
Why was this point important to you?

What are our strengths? weaknesses?

How did it meet your expectations?

What appears to be be central issue or key
problem area?

What other things do we need to consider?
What kind of decisions do we need to make as
agroup?

What will keep us on track?

What are some of the first steps we need to
take?

What is being recommended here?

What are the main points of this presentation?

© Watts & Walker, 1999

26.
28.
29.
30.
31.
32.
33.
34.
35.

36.
37.

38.
39.
40.
41.
42.
43.
44.

45.
46.

47.
48.
49.
50.
51.

What questions did this raise for you?
What insights are beginning to emerge?
What is the root cause of these issues?
What are our gifts?weakenesses?

How will you apply this?

When have you experienced this?

What does this look like?

In a few words, what is this saying?

Where do you see this taking place in other
people?

In what other situations has this occured?
Where do you see this taking place in your owr;
life?
Where has this occured within yourself?
What is really happening with ? -
What would it mean for you to act this out?
What assumptions has he/she made?

What name would you give to it? %
What did this remind you of? @
How have other groups dealt with these

issues? 4

£

What other organizations do this?

What aspects are you aready doing? What
does it look like?

Which one do you see yourself doing?

What kinds of changes will we need to make?
What have others done with this?

What is the value of this?

What are the values we are holding here?

COE - I R
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.?reparatlon for an Ejj‘ectlve G urded Dlalogue continued

E T A

CREATING DEPTH LEVEL QUESTIONS

Develop a shared sense of purpose and meaning

s B

1 15. List depth ques-
tions and revise
them to best re-
veal the depth
dimension of the
topic.

16. Create questions
that allow the
group to be aware
of their relationship
to the topic.

%
-
Z
E

=
k-4
=
E
Z
A
Z
E

Z
%
%
=
%
7

17. Think through how
you will slow down
the pace of the
dialogue, allowing
for silence and
depth thinking.

AR

AR
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Expose future resolves, decisions, and/or shared perspectives
Open the group to the universal dimension of life
Draw out the participants’ latent knowledge, exposing deeper meaning

Questions at this level need to draw out what all “this” (their dialogue)
means in the bigger picture of their lives or their work together. It is the
level where the participants have the opportunity to go within and look at
what might be termed “final” or “ultimate” meanings or wisdom.

Your job as afacilitator is to allow the group to share at the deepest level
possible or appropriate for the group by providing the atmosphere where

deepest insights. Today, this is often accomplished by allowing time for
silence. This means that when you ask a question and people don’t jump
in with responses, relax. Wait. Let them ponder the question in the si-
lence. The greatest value comes in letting the depths rise out of the
silence.

There may be times that decisions need to be made on the other side of
the dialogue. The deeper the dialogue, the better the decisions will be.
However, don't hesitate to use this level to ask what decisions the group
needs to make now and get out several answers. You might even write
them down and move on. Ifthey aren't yet clear, ask how might clarity be

Qaached or what the next steps might be.

i PREPARATION TIPS 3

participants will be willing to risk vulnerability and trust the group with their |

chotes
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dample Depth Questions
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G T EBER

What are these themes really about?
What will this mean?
Describe what this will mean to you.
Tell a story about what this is about.
What does this have to say about the way we have been doing it?
How is this true?
What would it look like for you to act in this way?
What does it mean to experienced this?
What real difference will it make?
. So just what have we decided?

. What does this mean for our future?
. What would you say lies underneath these issues?

. Howwould youtitle this?

. So, just what you have learned?

. Ifwe did this again, what would we change?

. How will you talk about this event to someone who was not here?

. What are you really expecting the results to be?
. What is the central issue or key problem area?

. What are we really committed to?

. What decisions do we need to make as a group?
. Then what are the first steps we need to take?

. What is being recommended here?

. What is the real point of this presentation?

. What is the resolve of this group?

. How would you articulate our consensus?

1999
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Separation for an Effective Guided Dialogue, contiued

c- R s W WP 3

ADDING THE FINISHING TOUCHS
Assuring your questions accomplish your objectives

%&W%ﬁﬁ’%ﬁ%@%‘?ﬁu
£ 2 ’
i STEPS

18. Go over your ques-
tions, answering each
one yourself and notic-
ing the kind of answers |
you get. Revise if :

necessary.

-

e

S

SRR

19. Prepare your opening
and closing remarks.

SRR

R

SR

{ 20. Examine & finalize your
1 entire conversation
making sure the ques-
tions flow and will
achieve the intent of
each level and accom-
plish your objectives.

21. Decide final sequence
and put themin the

form you will use while
leading the dialogue.

R R R

" PREPARATION TIPS )

Check to see that there are multiple answers to every question
other than “yes,” “no,” “maybe, “or “l don’t know.”

Your brief opening remarks need to state the topic and relate it to
the present situation and the groups’ concerns in an invitational
manner. You may need to state a few of your assumptions before
the dialogue begins, e.g. “everyone has wisdom,” or “there are no
wrong answers.”

Your closing remarks can be a brief statement of appreciation, a
bridge to what will come next, or one sentence on your personal
sense of where the group is.

Remember you probably will not use all your brainstorm questions
and you will be developing questions that will better accomplish the
intent of each level as you reorder and revise your plan.

Your final sequencing of the questions should help the group expe-
rience one seamless dialogue in which their answers flow like a
collective stream of consciousness.

As you prepare, be sure that you take the time to answer every
question yourself. This helps to you develop clearer questions. If

Qossible go over your questions with an experienced facilitator. /

S
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Introduction/Opening: Your Intent at Each Level:

Level One ~ Objective: [ _minutes] .

Level Two ~ Responsive: [ _minutes]

Il >

e ————rrT

4
=
43
&
- Y

Level Four~ Depth: [ minutes]

PP P

Level Three ~ Interpretive: [ _minutes] N

Reflect/Closing: [ __minutes]

o R S PRI S -
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Wuidelines for a Dialogue Facilitato o
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While the Dialogue Method is a relatively simple method to learn, it is perhaps one of the more difficult
ones to master. Part of the value of the method is that is may be applied to almost any conversation
from informal chats with family and friends to meetings at work that are discussing issues or actions of
a strategic nature. It works well in a one-on-one setting and can be designed to be used with groups of
several hundred. A good way to practice this process is to apply it to your own thinking and reflective
processes. It will frequently give you more clarity, sharpen your focus, and reveal greater depths. As
with most skills, it is constant practice that will give you mastery of the method. When using the Dia-
logue Method, it helps to be familiar and comfortable with several common situations, and to know how
experienced facilitators handle them. You will gradually develop your own ways of handling them, ways
that best suit your own personality and facilitative leadership style. But until then, here are some spe-
cific recommendations that can get you started.

SITUATION WHAT TO DO EXAMPLES
1. Getting Started « Assure a pleasant climate with an unclut- “Let’s get started. Jim, will you please shut

tered, tidy space. the door. At the annual meeting we decided

« Provide a context as the session begins e.g. | to establish a more effective communication
what we are going to do is important. system. We need to get this in place

» First questions should be asked with quickly and smoothly to ensure participa-
precision. It is wise to have them written tion of the entire community. What are the
down before you start. elements of the communication system we

« Go around the group and get a response are now using?”

from everyone at the objective level.

2. Keeping Track of Ideas| * You may write brief phrases on your own

=
oW o

(only when the dialogue note pad after each response if you can “You mentioned these elements.” (Read
warrants it) maintain eye contact while doing so. back the list) “Which is most crucial to...?" [}
= You may ask one or two participants to take
notes

« Use notes to recap between questions.
« Use notes for writing reports.

BHE BB R

B B R R YRR R R R
oW Walker, 1999 T : -
o ™" Yacilitation Methods: Guided Dialogue Page 38




&

© W.

C¥uidelines for a Dialogue Facilitator, continued

R ST A T

SITUATION

% @

Co N LA A o

WHAT TO DO

EXAMPLES

R EFE BRSNS eE

3. Keeping the Dialogue
Going

4, Maintaining Focus

5. Keeping the Dialogue
Practical

6. Resolving Disagreements

7. Bringing the Dialogue to
a Close

If nobody answers, repeat the question;
reword or rephrase only as a last resort.

If participants are going off the topic, repeat
the question.

If someone grandstands or talks for a long
time, ask if someone else has a specific
example.

When the group begins to stray off the
subject, recap briefly what has been said so
far.

Acknowledge and “bracket” the distraction.
Repeat the question.

Give a practical example yourself.

When an answer is abstract or very judge-
mental in nature, ask for an example from
participant’s own experience.

You don't have to. It is helpful to have many
points of view in the discussion.

If people argue, don't take sides, but ask
the group if there are any other viewpoints.
If someone disagrees, ask them to share
his or her idea with the group.

Review what was discussed.

If you made notes, let the group know how
the results will be used or when they will
receive a copy.

Note that some dialogues are held to
mearely clearthe air or share viewpoints
and won't have other results.

“Someone else, how will a new communi-
cation system affect the community?”

“That is an important concern. Let's bring it
up next time we do a problem analysis.

Now, someone say how the new communi-
cations system will affect the community?”

“The announcement board in the lounge
caught my eye the other morning. What
are some other practical examples of good
communication?”

“Strong feelings are okay, but let's geta
wide range of ideas before moving on.”

“It looks like we have at least three angles
to cover. Are there any others?”

“We have covered a lot of ground in just a
few minutes. Now let’s move onto the
problem solving workshop to decide onthe
specific actions we might take.”

3

2

B BB R &
t s & Walker, 1999

.
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Introduction to the Consensus Workshog Method oAites

BAEBYRLIRDREABLREDB ROV RELDHFREDIIRELEBEDIZDOEBYRDOBR RS GREHBPROHBILHNBPRDINB LRI RRD

Have you ever been in a group where it seemed impossible to come to a decision? Or where the vote
was 50/50 with little apparent common ground? Or where there seemed no way for the group to agree or
reach consensus and compromise left everyone feeling (s)he had given up something important?

The CONSENSUS WORKSHOP METHOD provides us with a method for coming to consensus in a short
period of time through a collective integrated thinking process. When consensus is reached, all partici-
pants feel that their ideas, insights, perspectives, or wisdom has been honored and that the consensus
includes them. No one feels that they have had “to give up something” in order for the group to move
forward or in order for the group to reach a decision.

The process works because it is a useful way of getting information and insights from all participants,
quickly organizing it, and disceming where the consensus lies. This collective thinking process allows a
group to see immediately the extent of agreement that already exists on the subject at hand and to easily
reach a productive conclusion, as well as to document everyone'’s input and the areas of consensus.

A weli-constructed workshop has 5 parts:

A clear context covering the focus of the workshop, time frame and anticipated product
Brainstorming, both individually and as a group

Organizing the brainstorm using a rationale that fits the topic

Articulating the elements of consensus

A closing reflection on the significance, leamings, and implications

ahrwObNA
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%troduction to the Consensus Workshop Method, continued cAotes
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When a consensus is reached, each member of the group has ownership of the entire group’s decisions,
experiences his/her personal wisdom as having expanded, and can now operate in concert with the rest
of the group.

The process generates group creativity and energizes individuals as it facilitates the formulation of inno-
vative and practical solutions to problems, issues, or visions while infusing each member of the group with
a strong sense of ownership, responsibility, and personal empowerment. One major advantage of the
CONSENSUS WORKSHOP METHOD is its simple inclusiveness. It provides a way for each individual to
do their own thinking, includes everyone’s participation, provides a way for each insight to have equal
weight regardless of the role or “position” of it's author, and elicits the natural gifts of each participant.

Documentation of workshop resuits honors each individual's participation. One way to document the
results is to create a simple chart with the titles representing the consensus at the top and the individual
comments from each related card underneath. A sample is included here. it provides a summary of
participants’ responses to the question “What are the components of a healthy community?” Remember
that effective documentation captures participants’ actual words, even if there is duplication or a further
summary included. People see the final written product and say, “See? That was my idea.” It builds
ownership and the motivation to see something come of their work.

LOLNBRRODENPOODH RGO EFIPRLDEFPLROLEBIIRLEOOEIRAOEHIFROSGP GV LOEH RN
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Common Applications At
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There are hundreds of uses for the Consensus Workshop Method. Some of the more
common applications include using it to:

« coordinate departments with differing objectives

« create a shared vision, goals, or objectives

« set team priorities

« agree on criteria for decisions

« find common ground among parties with opposing views or perspectives
« identify barriers or blocks to effective communications

» motivate volunteers or team members

« restructure or realign job functions

« create alignment in teams

« discover the group’s hopes and dreams

« do weekly individual/staff planning or operational planning
« develop quality improvements

« develop policy

» prepare team reports or presentations

« create or update training curriculum components

All these are situations where you want a group to reach a consensus. Note that a
Guided Dialogue is not designed to help a group quickly reach a consensus.

@99%*&¢®$Q&69$6&¢&$#9ﬂ&Q&&%@é&ﬁ#*&&@9#&¢¢8~$%&&a##&é&&#%*é
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She Consensus We Seek in ToP™ oHtes
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The Consensus We Seek in Technologies of Participation ;
*
Is Not SO Much.o. AS It ls... :
Majority rule—winners andlosers. . . . ........... ... ..o A convergence of the common sense of the total group :
Unanimity—everyone in complete agreement ................... That which allows everyone to say yes and move forward 7
Compromise—accepting a “lowest common denominator” resutt. . . . .. Finding and creating arenas of shared understanding P
Deciding which ideas to accept and whichtoreject. .............. Insuring that every idea is accepted and honored M
A fixed, final and unchangeable conclusion. ............. e A working conclusion at a particular point in time @
A result of focusing on things that divideagroup................. A result of focusing on things that unify a group :
Settling for partial solutions from limited altemmatives .............. Designing effective solutions from expanded altematives =
Acceding to the most vocal individualsinthegroup. .............. Eliciting the best wisdom the whole group is capable of 2
The imposition of the strongest will or willsuponagroup........... The emergence of a corporate will within the group %
A legalistic contract which demands people’s compliance .......... A mutual covenant which elicits people’s commitment >
A logical deduction fromthedata............................ An intuitive leap from the data @
Focusedonoldassumptions................ccciiiiiinnn. Focused on new possibilities :
All too familiar formulations (“Ho hum"—*Oh,that).............. Fresh ways of seeing and naming ("Hmm!" — “Aha!") %
A resuit of persistent advocacy for a particular position. .......... A result of proposals made, then offered up to the group 7
Getting everyone to “buy in" to a processor product  ............ Insuring everyone’s ownership of the process and product s
Challenging and criticizing others’ideas ...................... Valuing and utilizing the insights in others'’ ideas M
Harmony dependent on people having similarviews .. ............ Harmony created from the interchange of diverse views &
Conclusions that are popularwiththegroup. .. ................. Conclusions that the group comes to see as necessary ¥
A technique for deciding somethinginameeting ................ An overall culture within which decisions get made '
The result of managing the group process so as to arrive at The result of facilitating the group process so as to allow :
anticipatedoutcomes . .. .......... ... . i i, for unanticipated outcomes »
A process that leaves people irritated and exhausted by the struggle A process that leaves people enlivened and motivated for g
toreachagreement . .............. ... . i, action @
.
&
@
@
%
&
¥
&
&
*
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@onsensus Workshop Method Procedures

1\
I

INTRODUCTION
_Work

Sets the mood for full
participation

Clarifies the task

Gives an overview of how the
workshop will proceed

1. Clarify the work-
shop question and
state the purpose
or aim of the
workshop

2. Briefly outline the
process and time
frame

3. Spend a few
minutes discuss-
ing the workshop
topic

[ 5-10 minutes]

o J

[Workshop Question: The question that the group W|I| answer.

|objective of the workshop.

(Objective Purpose: The rational

I

Subjective Experience: The mood
and tone of the workshop.

(@ I, )
BRAINSTORM & PAIR

Rapidly elicits best initial
thinking

Involves all participants in
contributing insights

Catalyzes intuitions of group

4. Individually list
answers to the
workshop question

5. Share lists in
groups of 2-5
people & select a
minimum # of (5-
10) ideas to write
on cards

6. Collect 1-2 cards
from each group
and place on wall

7. Pair related ideas

=
M.

TAG & CLUSTER

o 1
—_— —
) e

lluminates diverse points of
view

Discloses relationships
between ideas or clusters

Includes all the ideas

8. Get up second
round of cards

9. Begin to tag pairs
and clusters

10. Collect remaining
cards and finalize
clusters

[ 20-25 minutes]

- i

' [ 15-20 minutes]

~

S

S - N A

@ Watls & Walker

@ IV.

DISCUSS & NAME

Facilitates dialogue to clarify
the consensus of the group
Affirms collective wisdom
Expands individuals' perspec-
tives
11. Talk through the
largest cluster first

12. Givethecluster a
3-7 word name

13. Repeat for the
remaining clusters

V.
REFLECTION

Affirms group consensus

Discerns the level & implica-
tion of the consensus

Facilitates individual owner
ship

14. Briefly evaluate and
reflect on the title
cards

15. Create a chart,
visual, or image to
hold the consensus

16. Discuss the next
steps and implica-
tions

[15-20 minutes] SN [10-15 minutes] Ly

R S A
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INTRODUCTION

o 2 )

Free mind from everything
else

Practice workshop method

Plan to spend about 15-20
minutes

1. Repeat the work-
shop question &
decide to use
workshop process.

2. Briefly review the
steps.

3. Say the workshop

&

PR BY

\ [Workshop Questlon What are the issues | face in

.

my situation both rationally & intuitively.

(Objective Purpose: Identify 3-5 issues |[Subjective Experience: To experience
that | need to deal with in my

BRAINSTORM & PAIR

Write down everything that
comes to mind

Don't stop to reflect on any of
your answers

Use my right brain

4. Rapidly list every-
thing that comes to
mind using separate
post-its for each
thought.

5. Using your intuition
add more issues,
blocks, concerns

(s I, B lil. B

TAG & CLUSTER

e

Notice the relationships

Use intuition to gain insight
into root causes

Not discard any thoughts
as not related to question

8. Review data & pairs
and begin to develop
clusters with similiar
underlying causes.

9. When you have
clustered all your
post-its, play a little
with moving some of

(" IV. 0
DISCUSS & NAME

Decide which post-its have
a similiar root cause

Trust my intuition

Affirm the wisdom that comes
from within

10. Explore clusters
for new clarity or
insights they
reveal to you.

11. Give each cluster a
name. Distinquish
title post-its with
border, symbol, or

question in another until you have at the post-its to an- color. capture your in-
way. least 15-20 post-its. other cluster and sights or resolve.
notice how that 12. Repeat for the
6. Review the post-its, effects the cluster. remaining clus- 15. Note your next
looking for pairs. ters. steps and reflect on
Ask yourself why you implications.
paired them.
L [ 20-25 minutes] Jie 3 L R

V.
REFLECTION

Affirm your insights
Decide a few immediate next

steps
Figure out a way not forget

widsom

13. Briefly evaluate and
reflect on your titles.
Reword as new
clarity emerges.
Note new insights
as they emerge.

14. Create a chart,
visual, or image to

RAEBDREE RO

© Walts & Walker
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Procedures

RR B L BB EO BB FLDBEREDILREE BN LSO R RDIBRCRIRAIDL?ALDB P ROELBEREBE S &

r ~ | Workshop Question: What are the roles & responsibilities of a regional ( ~\
INTROD'.U CTION coordinator for healthy communities? V.
Objectlve Purpose: to describe the Subjective Experience: to get REFLECTION
tasks required of the Healthy Ccommunity | excited and motivated as they recog-
regional coordinators. nize the breadth & depth of their job.
IL. Y( I, 4 IV. 3 i
- ;ﬁ?ﬂ;ﬁgﬁ ERAINSTORM & PAIR| | TAG & CLUSTER piscuss & NAME | |* ':;::,’;',t,"z:br,ﬁ:ﬁf;in
order of importance
2. Ask for afew 4. Individually list 8. Send me your 11. Talk through larg- and impact.
examples of what answers to the different ideas. est cluster. What
their “roles & workshop question. Continue to form role or responsibil- | [15. Discuss the signifi-
responsibilities” pairs. ity are we talking cance of the product:
have been. 5. Sharelists in about in this clus- 1) Which one will be
groups of 2-5 ; 9. Begin to tag pairs ter? How canwe the easiest to fulfill?
3. Outline process assign a minimum and clusters with state itin a way that 2) Why?
and timeline: # of ideas to write a symbol or one :’,;Igbi'.gg’.”:’t‘;e of 3) Which one will be
“Today this process on cards (5-10). or two words. he “7 Insig the most difficult?
will take about an re: 5‘;) m?w’ o the
hourto 1 1/2 hrs. 6. Send me the 10. Collect there-
First we will get out clearest idea from maining ideas 12. Ask someone to best way for us to
ourinitial thinking, each group. Read and finalize clus- give the clustera hold each other
indivi . . 5-7 word name accountable?
do some individual aloud while placing ters ne
work , share it, and randomiv on wall ' that states the 6) What additional
then reach a con- y ’ consensus of the training do we need?
sensus - so that . . .
we'll all be acting 7. Pairrelated ideas. group 16. In what form do we
more as a team as 13. Repeat for re- need to record this
we go about our maining clusters. workshop?
regional work.”
_ J L J L . J y
LERARPRAR PRGBS R GO % e EHE &
© Watts & Walker
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A ample of a Workshop Board (after Step 1v)

cAotes
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What are the roles and responsibilities of Healthy Community Regional Coordinators?

take over)

Be open-
minded to all

issues

Help organize
initiating tcam

Assist community
to do stakeholdcr

to set up long-
term process for

Attcnd the meet-

Function as a
technical

Be able to work
on several
projects at once

Be a student
ofthe HC
process

advisor

Include & mfon'n
local OPH about
HC movement in

Assist community E:

Involve diverse,
groups

LODHRBLOLIHNRLOLAVROOIBHRLRLEFTRRALISTFIROOOFRLODAEIROORIFRR2ODHERES
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Yhe Consensus Workshop Method Framework

CR R R T VR R B

A O T O S A
Fod SR

SO

The focus and content of a workshop can be anything. The sequence of steps is of primary importance and does not change.
It is built on a framework that follows the way the human mind works. The mind takes in objective sensory input, responds to
the input, interprets the meaning or significance of the information and takes a relationship to it—a decision, a resolve, an
action. The steps of the workshop follow this framework which allows the group to process the information together in an
effective way from the initial brainstorming of data to the end product or decision.

I Il
INTRODUCTION BRAINSTORM & PAIR
Clarifies focus & Elicits data from the
establishes the group in response to
importance the focus question

( )
R | e

S —

.

Sets the mood for full
participation

Clarifies the task

Gives an overview of how the
workshop will proceed

Rapidly elicits best initial
thinking

Involves all participants in
contributing insights

Catalyzes intuitions of group

M. V. V.
TAG & CLUSTER DISCUSS & NAME REFLECTION

Organizes brain- Names the cluster to Examines the signifi-
storm into clusters of  include allinsightsheld  cance and implication
related data by the data of the consensus

o

—]

=]

lluminates diverse points of Facilitates dialogue to clarify
view the consensus of the group
Discloses relationships Affirms collective wisdom

between ideas or clusters  Expands individuals' perspec
Includes all the ideas tives

Affirms group consensus

Discerns the level & implica-
tions of the consensus

Facilitates individual ownership
of group consensus

2 G R BTG R DS

© Watts & Walker
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@onsensus Workshop Method Practice

TR R EEEEEFEEE S EEEEFEEEEEEE SR EEEEEEE R E R E S A EREEE IR
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TO PREPARE FOR YOUR WORKSHOP PRACTICE:

« Read through the procedures on Pages 51 through 55

that are appropriate to your assigned section.

« Highlight key words.

« Rewrite procedures in your own words on Worksheet

(See example on Page 46)

« Visualize yourself walking to the front of the group and going

through your key steps:

-What will be your first words?

~

oNotes

REL IS REESLHPRLOQBI RGO OEFRSLEIBERRES

—What materials will you need?

--How much time will you take?

& PAIR

{ll. BRAINSTORM }

\( w.oiscuss ||

& NAME

e

| page 54

i R L RBGRERE RN
Watts & Walker
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q to Facilitate a Consensus Workshop

&##@&-ﬁﬁ#&%ﬁﬁ#@#&ﬁ#&é&“%ﬁ«ﬁ#*&&ﬁﬁ”&&*%*&&&ﬁ

In preparing to lead a workshop, the facilitator gets clear about the purpose and the
objectives of the workshop. Why are we doing this workshop? What does the group need
to know or decide? What product will the workshop produce? What do | want the group
to experience in doing this? Then the facilitator crafts the focus question of the workshop
from which the brainstorm data will flow. Consider the difference in the type of responses
you would get with these two different questions: (1) What's wrong with our present pro-
duction process? or (2) How can we increase production to full capacity?

\_

(i
The Workshop Question is a question to which the workshop content and product are a
response. It isthe questionthat the group will answer.

J

-

The Objective Purpose is the rational
objective of the workshop. It is what the group
needs to:

. N
The Subjective Experience is the mood and

tone of the workshop. It is:
« what the group needs to experience

* know e.g. excitement, soberness, celebration
» understand » what you'ld like to happen in the group
« plan or produce e.g.new or deepened insights,
« do or decide on breakthroughs, discovery
\. J Y,

Consider the following Workshop Questions. What would be your Objective Purpose and
Subjective Experience for each Workhop Question?

What are the elements of an effective leave policy?

What do we see going on in three years?

What do we want to accomplish in the coming year?

What can we do to improve our inter-office communications?

What steps should we take to ensure a successful implementation of this new policy?
What are the blocks to a positive public image for our organization?

What are the roadblocks to successfully reaching our targeted goals?

FLREHCEOBRAGHE
& Walker
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1. Clarify the workshop
guestion and state
the purpose or aim
of the workshop.

{ 2. Outline the process

and timing.

. Spend a few min-

utes letting the group

talk about the topic.

5-10 minutes
based on a serious, but not
highly contentious topic and a
group of 15-20 people.

s

e

Watts & Walker

| CONSENSUS

/lps for an Effective Workshop e E o

I. INTRODUCTION

INTENTS:
- set the mood for full participation
- clarify the task
« give an overview of how the workshop will proceed

‘@ PROCEDURAL TIPS n

Write brainstorm question large on a flip chart sheet and post at the front of the room. Make
sure the question is clear. Allow them to modify it as needed.

Explain how the process will work: work individually in silence, share in small groups, and,
using small group’s work, as a whole group develop the consensus around the question.

Give a clear understanding of the time available (45 min. to 3 hours, depending on size of
group and complexity of the question. Figure this out with the client ahead of time, so you have
enough time devoted to the topic to adequately arrive at the needed consensus.

-\m&\xx\\\&m‘@m‘-\\:\\\\\mm\xmm@mmmw&ﬁ*

Ask one or more warm-up questions to get the group thinking about the topic: for example, for
a brainstorm question like “What are the elements of an effective team?”, ask What is the first
team you remember? What team(s) are you a part of now? What works well in your teams?
What doesn’t work? Then get a couple of sample answers to the brainstorm question to seed
their individual thinking.

N

e B e B RO e g B, e i s %"Mﬂ{l{%
This step sets condltnons for a group consensus when the group agrees to use the workshop
process to answer the question.

O B B B AP
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%s for an Effective Workshop, continued

Individually list
answers to the
workshop question.

Share lists in

groups of 2-5;

assign a minimum #
of ideas to write on
cards (5-10).

. Collect 1 or 2 cards

from each group,
read aloud & place
randomly on wall.

| 7. Pairrelated ideas.

20-25 mlnutes

© Walts & Walker
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Il. BRAINSTORM & PAIR

INTENTS:
- rapidly elicit best initial thinking from each individual
- involve all participants in contributing insights
- catalyze intuition about relationships

i PROCEDURAL TIPS

Give individuals time to do their own thinking. Ask for silence. Have individuals note the ideas that are most
important to them.

:

In mini-teams of 2-5 people, ask them to quickly read their lists (with no long explanations).
Have them choose their best answers to the brainstorm question and put them on cards. You will need about 45
cards for the workshop. Divide 45 by the number of mini-teams to get the number of ideas each team needs to

put on cards. WRITE 3705 ONE IDEA sample of
BIG WORDS PER CARD|  |card content

Put up model of how to write on cards:

Ask each mini-team to send up their clearest cards.
Read each card and place it randomly on the wall, spreading them out.
» Accept & acknowledge all responses equally
+ Indicate to the group that there are no wrong answers
= Answer questions of clarity only, let the person or group whose idea it was answer
« Judgmental or ‘editorial' comments from your or others will cut off the participation of many people
 |f youdon't quite understand what the person meant, ASK rather than trying to interpret.

Intuitively form 4 to 6 pairs—you are looking for new relationships, not just cards with the same word on them.

Ask what ties them together (similar intent, action, accomplishment...). You are pushing the group’s intuition
and imagination. j

B U O #ﬂ%//’*’aﬁ""?&'*f‘?"/?’ﬁ/ﬁg?

SEN su s Thss step beglns to reveal acommon ground as the group consents to honor and treat each idea
th e ual merlt
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Yipsforan Eﬁ' ective Workshop, continued Ll o
""" 1lIl. TAG & CLUSTER

S

8. Getupasecond
round of cards

9. Begin totag pairs
& clusters

R R AR AR IR e

| 10. Collectthe remain-
ing cards and
finalize the clusters.

R

SRR

AR

S.

its & Walker'
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B B

INTENTS:
- disclose relationships betweem ideas or clusters
« illuminate points of agreement and/or disagreement
« include all the ideas and discern if more data is needed

@ PROCEDURAL TIPS 4

Ask for a round of cards with different ideas.

Form any new pairs and begin to tag as the group adds to a pair.

Notes about tagging:
~ atag is a simple label (1-2 words) with a symbol or letter in the corner to help with

organizing the ideas °

~ atag is not the title or name of the cluster
~ to get the tag, keep asking of the pair or cluster, “What is this cluster about?” or “What is

the arena?” or “What holds these together? “

Ask for cards that are similar to the tagged clusters. Have mini-teams put the symbol or letter
of the tag on the card that goes in that cluster. Collect these, read them as you add them.
Ask for the rest of the cards and ask where they go (into a tagged cluster or to begin a new
cluster). When there is disagreement, ask for the reason a card needs to stay or be moved.

When all non-duplicate cards are up, ask individuals to take a last look at their original brain-
\storm list and see if there is an idea important to them that is not yet on the wall. Add these. J

This step begins to broaden each individual’ " perspectlve as the group beglns to see the
relatlonshlps between the |deas

? o % *
;ﬁm Hadilitation Methods: Consensus Workshop Page 53



Yips for an Effective Workshop, continued  ofew
IV. DISCUSS & NAME
INTENTS:
- facilitate depth dialogue to clarify the consensus of the group
- expand individuals’ initial perspectives :;

« gffirm the collective wisdom

N PROCEDURAL TIPS b

This step enables a group to reach a consensus about the answer to the original brainstorm
question based on collective wisdom. To name (or give a title to) a cluster of cards, read
aloud all the cards . Choose the largest cluster first.

&
&
;mmmtmmmmmmmm&&%k

R R AR

%
2
'»:'Y‘::

o

11. Talk through the

largest cluster first. : : Ao
Explain that we're looking for our collective wisdom about (tag).

| 12. Givetheclustera

5-7 word title. Ask questions like:

« What 5-7 words will be most descriptive of all the cards in this cluster?
« What title will be inclusive of all the insights?
Help the group build on previous responses by combining insights.
Continue to return to the brainstorm question, making sure each cluster’s name answers the

question.

13. Repeat for the
remaining clusters

X

Continue to name each cluster in turn.

To distinguish title cards from idea cards, border the title cards, use a different color paper or
\marker, or a larger sheet (or combine two or more of these suggestions).

T ; )

_ Thisisthe step where consensus is reached as the group discusses and decides on the name

C for each cluster.

e e R AL e e e e e L 5

oo R D& R a kW
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Yipsfor

P

Sensus.

visual image

(optional)

steps and/or

consensus.

Y

=

ERE A R N -:4».1::».:

© Watts & Walker

e

14. Discuss the signifi-
cance of the con-

15. Create achart or

the consensus.

16. Discuss the next

cations of the

an Eﬁectlve Worksh

ERE R

_Op / c_ont{nued

b "

P & i W B &

V. REFLECTION

INTENTS:

« gffirm & own the consensus

- discern the level and implications of the consensus
« gain clarity on immediate next steps

to hold

R R A R R A R R AR R R R R AR R R RS

impli-

Sample charts:

R R R R AR

R
SR

PROCEDURAL TIPS

Sample discussion: Let's step back from our work for a minute.
O - Let me read the titles of our clusters (Read each title.)
R - Where are you most excited or intrigued?
Where are you uneasy or feeling uncomfortable?
I - What breakthroughs or new insights did we have?
Has anything been left out? If so what?
What has occurred within yourself during this workshop?
D - So, now where are we?

Title || Title || Title 1Title
Il

Optional: Teams can write statements that hold insights of each cluster and/or create a visual image

that reflects how clusters relate to each other. A chart can quickly and easily hold the total information
in front of the whole group. In creating the chart, relationships between the clusters can be discussed,
e.g. largest issue, key new action, most catalytic...

Title

Title

w

e

In this step the consensus is confirmed by the group as mdmduals personally take ownershlp
of the collectlve deCISIOS of the group.

e

R

i g
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1 i | 1 ] | } ] ] ] 1 } ] 1 N | ] |
9D etermining the Form of the Cluster Name
awﬁvaa&xw&aawv&a&#»na*s&&&»#&aaﬁﬁaaaswuﬁasv&aafswaaxﬁv&«»s@&was&vaaawv&a»# PoehHHHB RIS

OBJECTIVE PU SE SAMPLE WORKSHOP QUESTION CLUSTERBY: SUGGESTED FORM OF NAME
1. Shared vision of a healthy What are the characteristics of a Similar characteristics Juicy adjective noun
community healthy community? €.g. LIVELY COMMERCIAL ACTIVITY
2. Outline of a report What are all the pieces of information Infomation that would go Adjective noun,
we wanlt to include in this report? into the same chapter €.g. HISTORICAL INFLUENCE
3. Task force action plan for  What do we have to do fo make our Actions that can be done Task force name,
a successful conference  conference really successful? by the same group €.0. REGISTRATIONS
4. Action plan to do a project What are the things we need to do to Actions that can be done Gerund, article, noun
accomplish this project? together €.g. CLEANING THE GROUNDS
5. List of shared values to What values do we hold in buying a Similiar values 4-7 word phrase
consider when buying a newhouse? €.Q. EASY ACCESS TO OUTDOORS
house
6. List of shared elements to What are the elements of a Similiar components Adjective noun
include in holiday plans successful holiday? €.0.QUIET TIME
7. Values for dealing with “x®  What are the things we have to Similiar considerations Descriptive phrase
consider in approaching “x"? €.Q PERSONAL FEELINGS OF OTHERS
8. Description of qualitiesto  What are the qualities of a high Similiar qualities Juicy metaphor
work toward as a team performance work team? €.g. PROFOUND RESPECT OF TEAMMATES
9. Definition of “x” What are the questions we have Similiar underlying Simple question
regarding this topic? questions e.g. How SECURE ARE OUR J0BS?
10. Underlying obstaclesthat  What blocks are we runing into? Underlying root causes Descriptive phrase
block us €.0. UNDEVELOPED PERSONAL CAPACITY
11. Strategies What can we do to deal with these Actions with a similiar Gerund, adjective, noun
obstacles? intent €.g. STARTING NEW BUSINESSES
12. Improvement plan What are the things we could do to Similiar actions Verb, adjective, object
improve ourteam’s nce? €.g. HOLD REGULAR MEETINGS
BYRDIBELCRALEBTDPAISET RO HRHHYR
© Watts & Walker
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@onsensus Workshop

BRBDPEDHABDPLHBBPELOHEDPROEDH RS

Worksheet

~

#&&asxe&aassxua»xﬁuaa#»&a»xwa&»ﬁ@&a»xv@aa%&&as#&aa#sa&a

— | ~ Workshop Question: - - .
INTRODUCTION | (GOpiective Purpose: [3ubj —iive Exporionce: Y| REFLECTION
[ I. M’ . )\ IV. )
BRAINSTORM & PAIR TAG & CLUSTER DISCUSS & NAME
\. 7 \, y J L J\\ w
PELRAFPALFPEDPD R R EH g Bk bR Y&
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Have you ever been asked or volunteered to take responsibility for a specific project or event and had
difficulty getting others to take responsibility for doing parts of the task? Or have you ever been a part of
a committee or task force that was given responsibility to plan an event or do a project where you never
quite figured out just what part of the task you were really responsible for, what others on the committee
were doing (or suppose to do), or how what you were doing would make a difference? The Action
Planning Process was designed to allow all those responsible for implementing an event or project to
plan together how to accomplish the task.

The ACTION PLANNING PROCESS is a method for short-term planning
of an event or project that has already been agreed or consensed on.
This facilitation process clarifies and delineates the task, aligns the
creativity, capabilities, interests, and resources of the group, decides the
necessary actions, roles, and responsibilities, builds group trust, support,
enthusiasm, and consensus, creates an implementation timeline to ac-
complish the task, and coordinates actions and assignments. It uses both
the Guided Dialogue and the Consensus Workshop Methods.

¢Hhen to use the Action Planning Process

The uses for the Action Planning Process include virtually any form of short-term planning for projects,
campaigns, programs or events. Examples include:

« When members of an Enviornmental Coalition have decided to collect Christmas trees to use to
build up barrier islands protecting the coast from flooding

« When a group of business leaders have decided that they will hold a leadership seminar to
increase economic development.

« When the Board of Directors for an organization have decided to sponsor and host a conference.

« When parents of a neighborhood public school have decided to hold a Community Fair to raise
money for the school.

« When any group is responsible for special events such as weddings, retirements, anniversaries,
birthdays, or high school, college, or family reunions.

TR RIS

£

r
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Senefits of Participatory Planning

What do organizations gain from the use of participatory
planning and problem-solving? | see five benefits,
beginning with the most concrete and immediate, but
also including some that are longer term enhancers of
productivity and effectiveness.

1. The specific plans themselves - strategies,
solutions, action plans. A world of rapid change
requires constant planning and replanning, as circum-
stances change, as new competitiors burst on the
scene, as events require mid-course correction. So
organizations need more planning and problem-solving
today; they cannot run on automatic pilot. Thus,
bringing together those with expertise and a stake in an
issue is the fastest way to tackle problems, address
opportunities, and define new directions.

2. Greater commitment - and ability - to implement
decisions and strategies. \When people participate in
a planning process, they are certainly more likely to be
committed to the plans, because they have talked them
through, because the plans reflect their own thinking,
and because the group has developed consensus. This
is just common sense - although it did take scores of
careful social science studies to convince some manag-
ers of this obvious truth. But organizations also find
their own people better equipped to carry out the plans
when they participate in shaping them because they are
more knowledgeable and informed. They better under-
stand the needs, the goals, and where their own
responsibilities fit in with those of others.

Rosabeth Moss Kanter, Foreword from Winning Through Participation, Laura Spencer,
Dubuque,|A:Kendall/Hunt Publishing Company, 1989

3. More innovation - a larger portfolio of ideas.
Involvement of more people in the planning process,
especially a mixture of people with different per-
spectives, generates new insights into problems
and encourages a fresh look at opportunities. The
cross-fertilization from a group bringing diverse
backgrounds to a planning task can sometimes
result in breakthrough strategies. | call this “Kalei-
doscope thinking” - the ability to challenge tradi-
tional assumptions and define new pattens and
possibilities.

&

o R B RS R

4. A common framework for decision-making,
communication, planning, and problem-
solving. The team-building effects of participation
extend well beyond the “high” of a successful
planning session. A group with a common vocabu-
lary and methodology for working together-e.g., a
sense of how to conduct a meeting - does not have
to argue over procedure but can go right to work.
Thus, meetings become more productive, and
teamwork is enhanced.

5. Encouragement of initiative and
responsibilty. This is the least tangible and
longest-term benefit, and perhaps the most impor-

tant. People who have been involved in participative
planning are more likely to feel a sense of owner- &

ship for their part of the organization. They are
more likely to take action when they see a problem
or an opportunity, rather than assume it's someone
else’s responsibility.

;1@“‘ Hadilitation Methods: Action Planning
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45-60 minutes

OPENING VISIONING PROCESS PLANNING | ORCHESTRATING PROCESS FINAL
CONSENSUS CURRENT PROCESS TASK FORCE [COORDINATION|cONSENSUS
VIGTORY REALITY COMNIIMEN CALENDARS & COSTS
Step I. Step |l Step Il Step IV. Step V. Step VI. Step VII. Step VIIL.

« who? . : : _;C?“*LENQAR Next mtg.:
» what? S [ :l yanmongonge | | Tues. 9:00am
lmen'? ‘.........._.... 28 (O [ e BRI s i torev'ew.rp
Setthe Ask group to | List the Articulate a Do a Consen- | Each sub- Group adjusts | Facilitate a
context. imagine the strengths and | clear, compel- | sus Workshop | group plans the calendar to| celebrative
Review the day after weaknesses . | ling, and that brain- their activi- reflect the Guided Dia-
background | completion. Talk through concise state- | storms ac- ties, puts coordination | logue to
information | Whatdoyou | potential ment that tionsthatwill | their actions required confirm the
and the seeffeel/ benefitsand | everyone accomplish on cards, among the group resolve,
decisions hear? Put dangersthat |agreesto, then | the task. places cards subgroups, create a
already responses would result write on a flip Cluster ac- onalarge estimates the | catchy title,
made. inside a from succeed- | chart and tions by those | calendar and | overallcosts, | campaign
Outline the large circle ing with this post. that should be | then reports and decides | name, or
Time & drawnonflip | action plan. done by the to the whole on follow- visual image
Process chart paper. Make notes same team or | group. through of the task
on aflip chart subgroup. mechanisms. | and decide
and post. next steps.

20-30 minutes

FRE
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~
I. OPENING

CONSENSUS

1) OPEN WITH: Before
creating our Action Plan
to... (create a celebra-
tion, organize a cam-
paign, project, or
event... etc.), we need
to look at our present
consensus (—-the
starting point--) and any
background information
we have.

2) REVIEW what has
already been decided
and list on a sheet of flip
chart paper:

-- Who?
-- What?
-- When?
-- Why?
-- How?
-- Where?

3) BRIEFLY OUTLINE the
time and process for
this workshop.

Planning Procedures,

o

mame of the Activity or Event:

bjective Purpose:

To build the big picture, assess the current &
projected situation, decide necessary actions
& develop a timeline for completing the plan.

Subjective Experience:
To create motivation and consensus to
enable the group to complete a successful

Il. VICTORY

Ask group to imagine the day
after completion. What do you
see/feel/hear? Put responses
inside a large circle drawn on
a flip chart.

lll. CURRENT REALITY
List strengths and weak-
nesses of the group. Talk
through potential benefits and
dangers that would result
from succeeding with this
action plan. Make notes on a
flip chart & post.

IV. COMMITMENT
Quickly review the victory &
current reality and briefly
discuss what the current
reality reveals. Ask for and
bullet point key items of the
commitment. Be as clear,
compelling, and concise as
possible. If appropriate, write
a statement that summarizes
the commitment at this point.
Write final responses on a

new flip chart page.

(VISIONING PROCESS )

event or project. J
(" V. PLANNING ) ORCHESTRATING )
PROCESS PROCESS
1) BRAINSTORM THE VI. TASK FORCE
DETAILED ACTIONS WORK ON THE
Individuals brainstorm listof || CALENDAR
actions (big, small, wild, Subgroups or task forces

necessary, etc.). Write each
action on a card. Get at
least two cards from each
team member and place on
board or wall.

2) DISCERN THE WORK
GROUPS Groupthe
actions into several clusters
according to those which
need to be done by same
group or committee or at the
same time. Tag the clusters.
After all the cards are up,
ask for any further actions
that might be missing.

3) ORGANIZE FORCES
Have each member of the
group self-select which task
force to work in. If the group
is small, some clusters
may be grouped and given
to the same subgroup, task

9 force, or committee.

-

finalize the actions to
achieve their goal and name
their group. You set up the
calendarwall. Divide
horizontally into the number
of action clusters.

Vil. COORDINATION
AND CALENDAR

CONSENSUS

1) TASK FORCE REPORTS
& PLENARY

Task forces put their cards
up sequentially and report to
group. Integrate and coordi-
nate activities across task
forces.

2) LEADERSHIP & COST
Agree on overall coordinator
and sub-groups leaders .
Estimate the overall cost.
[Subgroups will need to build
their actual budgets within

\the overall budget ]

Rl

VIII. FINAL
CONSENSUS

1) GUIDED DIALOGUE

- What stands out for you
from our time together?

» What are you looking
forward to? Dreading?

« Any breakthroughs?
Surprises? Insights?

- What will be the signifi-
cance of accomplishing
these actions?

- Sowhat exactly have we
just done? What does it
mean?

2) NEXT STEPS

What are our next steps?
What is our follow-up
mechanism? How shall we
document our work? \When
do we meet again?

3) CELEBRATE!

Create a catchy title,
campaign name, song, or
visual image of the task
ahead. Be ready to toast the
victory, or conclude with
snacks or a meal, break out
the balloons, or give the
group a round of applause
or a “pat on the back.”

_ s

o vy

\
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Yips for Effective Action Planning

A Hotes
Opening Consensus
INTENTS:
« set the mood for full participation
REVIEW « clarify the task
- give an overview of how the workshop will proceed :
« remind participants of prior decision or consensus
Ya 5
; PROCEDURAL TIPS
1) Introduce work- % Remind group of their prior decision to Remind group of the importance of doing
shop activity. : do the project, event, etc. Then this, the purpose, and the linkage to other
. % review and list any basic decisions work of the organization, etc. Convey
| 2)Review back- % previously made on aflip chart - who, excitement about doing the project with
ground and £ what when. etc. your voice and energy.
decisions that % ’ :
havebeenmade [ Discuss the parameters of the project so Write the 8 major steps of the process on
previously. 5 that everyone understands exactly what aflip chart and explain them, noting how
_ _ | the project is, the anticipated time frame the Action Planning Process differs from
3)Brieflyoutlinethe  f for the project and who the stakeholders other planning process. (See Facilitator
] time frame for this f and/or participants will be. Guidelines on Page 59.) Emphasize that
meetingandthe 8 consensus will be reached during Steps IV,
steps of the ; VII&VIIL
action planning .
process.
% 10-30 minut /;}%
-30 minutes  /j
Wmfﬁmﬂwm% \ J
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Vlswnmg Process

INTENTS:
« create images of success developing excitement about the project

- acknowledge awareness of current reality surrounding the situation
» develop consensus on the scope and focus of the project
» get clarity on the group’s committment

PROCEDURAL TIPS

”STEP Il

VICTORY

Create a Victory
Circle filled with
images of successful
completion.

e

10-20 minutes /
%’MMJ’WWWWMMIW/W/ //

ﬁmmmmmwmmmmmmmmm R AR AR
£5 N

NG
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ofotes

/

-

Draw large Victory Circle on flip chart
paper before workshop begins.

The Victory Circle is not about making
decisions on the project, but seeding the
imagination of the group, getting out be-
yond typical thinking of what is possible.
You are creating a palette of possibilities,
not making decisions. Ask questions such
as What did you see? Feel? Hear? Who
was involved? What was going on? What
was surprising?

You may go around the group once, getting
an image from each person. Use several
different color markers to write in ideas.
You are not planning here, but creating an
exciting picture of potential. Write large so

that the circle is filled after about two items
from each person, depending on the size of
the group.

Your objective is to give the group a sense
of the final outcome in a richness of detail
that will begin to bring it alive in their imagi-
nations.

This piece may be relatively clear already
and may move rapidly. Or it may take a little
time for people to get their minds around
the project and become excited with its
possibilities. Depending on the group, you
may want to have them step into the future
and visualize what the final product looks
like, as well as what was involved in getting
there. This is usually a high energy section.

57
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Tps for Effective Action Planning, continued L

Visioning Process. continued

INTENTS:
- create images of success and develop excitement about doing the project
» acknowledge awareness of current reality surrounding the situation
« develop consensus on the scope and focus of the project

CURRENT
REALITY

Describe the current
reality surrounding
the situation from four
different perspec-
tives.

T T

10-20 minutes

%ﬁ'ﬂﬁﬁﬁiﬂwﬁféﬂiﬁ!ﬁmﬁﬂf :

- get clarity on the group’s committment

f

PROCEDURAL TIPS

Strengths

Benefits

{ Weaknesses

Dangers

\

Current Reality is divided into 4 quadrants. List the
Strengths that will lead to the victory, the Weaknesses
that threaten the accomplishment of the victory, poten-
tial Benefits of pursuing this course of action, and
potential Dangers of carrying out the task. Note that
Strengths and Weaknesses are used to describe the
group who is responsible for implementation. The
Benefits and Dangers are assuming the success of the
project. Use a different color marker to fill in each
section. Keep the pace moving—when ideas stop
coming, move to the next quadrant.

Ask people to relax and listen as you read back the
information, letting it “wash over” them. Ask the group to
listen for what the current reality reveals about their
situation as you read aloud all items from the two
circles.

&£ &

s s Y
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Ylps for Effective Action Planning, continued

Visioning Process

INTENTS:
- create images of success and develop excitement about doing the project
« acknowledge awareness of current reality surrounding the situation

- develop consensus on the scope and focus of the project

z2

"STEP IV )

COMMITMENT

T ~’ﬁ>/éf

Clarify the scope of
the project and the

level of commitment
to doing the project.

R R
SRE
R,
3

RORRRRARR

10-20 minutes

AT ./’ﬁé/";

4%'ffé'ﬁv/// S

© WatLS & Walker 1999

- get clarity on the group’s committment

cAotes
R B NP E SRS R

(

COMMITMENT

This step is about reaching or forming a
consensus. The level of consensus deter-
mines the level of commitment, ownership,
and enthusiasm for implementing the plan.

You might start with something like, “Now

PROCEDURAL TIPS

\ lets be real clear on what we are committed to."

\

Here, you are still not planning, but developing
the intent, general scope and focus of the
project that you will be planning in a moment
or two. Itis important to write this on a flip
chart as clearly and concisely as possible.

Do NOT move forward until this step is
completed. Be sure that the group has
reached consensus at this point.

If this does not come easily, have each per-
son, or in pairs, write a one-sentence state-
ment summarizing the consensus at this point.
Read aloud and post. Then ask the group
which phrases best hold the consensus for the
whole group. Write these phrases as bullet
points on a flip or include themin a statement/

2};@"’ Hacilitation Methods: Action Planning



Yips for Effective Action Planning, continued &

DETAIL

INTENTS:

\\

@)
4
m
o |
=
RS

R

RRRRRRRRARRRARRRS

1) Brainstorm detailed
actions that will
accomplish the
task.

2) Discern work
groups by clustering
the actions by
function or actions
that would be done
together by same
people.

3) Divide into self-
selected subgroups
or working groups
to finalize actions.

% 30-60 minutes

W&z&ﬁ&ﬁ#ﬁwwmm&%’i

N

R - T A Y

© Watts & Walker, 1999

Planning Process

- get out as many innovative and creative ideas as possible
« decide which actions should be done by the same team
- get each individual excited about their specific involvement

Follow the consensus workshop process.
Individually or in pairs, write actions on
cards. Be sure the group understands
that you are not looking for items that say
“form a committee”, but for all the actions
any committees would have to accom-
plish in order to complete the project.

Go round and get one or two cards from
each person or pair. Ask for all different
action items to be sent up and then ask if
there are any actions that were not
written down that are crucial to accom-
plishing the task.

It is important to allow the action clusters
to become the basis of working groups
rather than using predetermined commit-
tees. Your organizing factor is actions
that would be done by the same sub-

\group or task force. This step goes

@ PROCEDURAL TIPS

quickly. There’s no need to spend alot of
time naming the cluster because each
subgroup or task force will give them-
selves a name later.

Divide into sub-groups to work on more
detailed planning in each task arena.
Initially, let individuals self-select which
task arena they want to work on. This
allows leadership to emerge through
interest in specific tasks and builds in
ownership. If group size is very unbal-
anced, ask group about adjusting. If one
task arena has no volunteers, ask if this
arena is crucial to the success of the
project. Possibly it could be merged with
another closely related task, e.g. Public
Relations and Invitations. Check with the
whole group to see if the needed exper-
tise is included in each task group. /
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ps for Effective Action Planning, continued

l: COORDINATE

S WJVWWQ%
2

;' STEP VI)

TASK FORCE
CALENDARS
If you've not yet taken

a break, let groups
take one now!

Subgroups decide
needed steps for
implementing their
task arena, deciding
who, what, when, etc.

| Subgroups report
their plans to the
whole group.

30-45 minutes
including 15 min.
break
N ff%f%

\&\Q&w\am:ma::mmmzsamm}&mﬂmmmmmmmmmwmwmmw& 3
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Orchestrating Process

INTENTS:

- create a calendar of actions that will accomplish the victory

« coordinate major aspects of the project

- develop individual ownership and motivation for the entire project

cAotes
> H E LR B SR R

PROCEDURAL TIPS

Subgroups or task forces meet to decide
the needed actions for success in their
arena, incorporating the cards from the
group workshop and adding others to
create sequential steps to successful
completion. Each action step ison a
separate card with date indicated. The
initial action step and the final action step
are written on bordered cards oron a
different color card.

While task forces work, put the calendar
framework on front wall, creating a row for
each task arena. Dates (months and/or
weeks) go across the top. Ask task forces
to place cards on the calendar when they
have finished their planning.

As each group reports, create a mood of
celebration. One way to do this is to
acknowledge each subgroup’s work with
arousing round of applause.

\

PROJECT CALENDAR

Teams | | Launch On-going

Victory

7
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ps for Effective Action Planning, continued cAotes
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Orchestrating Process
:| INTENTS:

- create a calendar of actions that will accomplish the victory
» coordinate major aspects of the project
» develop individual ownership and motivation for the prolect

[ COORDINATE

SR,

STEP VII

COORDINATIO
& COSTS

§

S

PROCEDURAL TIPS

Coordinate the task force reports using questions like:

1) Group listens to
subgroup’s reports
and consenses on
adjustments.

- What events on the timeline call for a second look at the timing?

« Do our victories reflect our commitment?

« Are initial budget projections calling for adjustments?

2) Group decides on
details of coordi-
nation and budget
for the project.

- How will we coordinate our activities? Will we have an overall coordinator?
- Will representatives from each team meet? If so, how often?

« When will the whole group need to meet again?

R R A R0

%523"4&*&k\‘&%&&&b\%&\hﬁk\\ﬁ\%ﬁ“&\\‘&{m‘&\ R

15-30 minutes

T WM///%’%%W;{% / \ /
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INTENTS:

+ Reconfirm consensus and/or decisions
CELEBRATE + Specify next steps

« Affirm and celebrate the work

[ Sotes

Fmal COnsensus

1) Faciliate a brief : Be sure to plan enough time to do this step
Guided Dialogue. | throughly, for it confirms the group’s consen-
sus and enlivens the spirit of the group.

« What will be the significance of accom-
plishing these actions?

« Sowhat exactly have we just done? What
does it mean?

2) Prepare the group to Facilitate a brief Guided Dialogue to allow
,_ move to next steps. the group to step back from their planning
and reflect on their work and the implications
for the future.
| 3) Create a catchy title,
campaign name, . » What stands out for you from our time
- song, or visual g together?
g image to celebrate | « What are you looking forward to? Dread-
| thegroup’s accom- | ing?
é plishment . . « Any breakthroughs? Surprises?
%
g
%

20-30 minutes _ \

=

PROCEDURAL TIPS

Make sure everyone has agreed on the next
steps and schedule for future meetings.

It is very important that the entire action plan
is documented and that each member gets a
copy of it shortly after the close of the plan-
ning session (not more than a week later).
The final document gives everyone the big
picture, and reminds individuals of what they
have personally committed to. As one col-
league has said, “No action step is real until
it is written in someone’s appointment book!”

The creation of a slogan, a campaign title, or
visual image to capture the spirit of the
group builds motivation and commitment.
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Jront Wall during Action Planning Process

Steps II - I V The V:s:onmg Process

VICTORY

CURRENT REALITY

STRENGTHS

BENEFITS

(=

DANGERS

COMMITMENT

Step

: Flrst ”
S ACtIOﬂ 55
[ Arena |

V The Plannmg Process _

Action

Arena |

: Action

Step VI: Calendar of Actions Laid Out by Subgroup or Task Force
On-Going Activities by Date |

First
Subgroup

Second
Subgroup

[ Third I
Subgroup

etc.

I
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Cx/ction Planning Worksheet

( = (Project or Event: ] an h
OPENING e e FINAL
CONSENSUS ICE NG RUIRORS: Uplactive Expeiencs: CONSENSUS

(G N7
VISIONING PLANNING ORCHESTRATING
PROCESS PROCESS PROCESS

. VAN J AN AN /
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CXuidelines for Facilitating Action Planning -

1. Rehearse the process frequently throughout the planning to ensure that the group
understands the process. Since many of the steps in the action planning process are done in ~ *
a different order than participants may be accustomed to, it is helpful to describe the process at  +
regular intervals noting things like:

« The action planning process begins with the “end” by brainstorming the group’s
image of a “perfect” ending, i.e., in describing the victory, start with the end in mind.

» As you work in subgroups, also begin planning with the “victory” or final outcome.

- When developing the subgroups or task forces, start with a cluster of actions that
should be done by the same people rather that starting with named work groups or
committees and then giving them specific tasks to do.

« All answers are received equally. Responses during brainstorming may appear
contradictory, but are listed without attempting to reconcile them.

2. Commitment is about reaching or forming a consensus. Step IV, the Commitment Step, is
the time to agree on the broad scope and outcome, not on the specific details of implementa-
tion. Step VII, the Coordination Step, is the time to agree on the details of the action plan. The
strength of the of consensus at that point will determine the levels of commitment, ownership,
and enthusiasm that exist in the team for implementing the plan. Having individuals self select
their subgroup or task force helps link individual commitment to specfic tasks and strengthens
group ownership.

SRR o8 BB R
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3. This process allows for new leadership to emerge. Project planning often begins by as-
signing a project leader and then committee leaders. They are then expected to decide and
either do or get others to do the tasks. The Action Planning Process begins with the tasks and
then asks the question of what kind of leadership is needed. This frequently results inthe emer- %
gence of new leadership with interest in the specific tasks.

R I
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LC/Ta_cking Implementation o

& o fe S

BUILD AND SUSTAIN MOMENTUM
« Establish a rhythm of planning, accomplishments, and celebration.
» Plan an early success.
+ Keep the purpose before the team.

KEEP EVERYONE INFORMED
« Report regularly on progress.
» Keep wall calendar updated and posted. Use as decor.
 Keep all informed of meetings.

MEET REGULARLY TO UPDATE PLAN
» Which actions were initiated last week?
« What were the accomplishments of the last 7 days?
» What have you learned?
« Were there any breakthroughs? If so what ?
» Where are you blocked?
» Where do we need to push next week?

P /AL D RS ERSDEER

&

MOTIVATE THE TEAM
» Acknowledge all the little accomlishments and efforts.
- See that everyone has an assignment or task.
 Use failures as learning opportunities.

PHRISSD2RED
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Q/nderstanding Why the Process Isn’t Workin

TR L BRY S BT BE 2 53230 B CEFR2IRE SRS L AT TR BRIFIEBEIES

The following table was adapted from The Art of Focused Conversation, R. Brian Stanfield, Gen. Ed., The

Canadian Institute of Cultural Affairs, 1997, Pages 45-48. It expands on the previous hints and pointers,
focusing specifically on commonly reported experiences among facilitative leadership. For more specific
help, please call one of the trainers of your training seminar or one of the ICA offices listed on the last

page of this manual.
DIFFICULTIES POSSIBLE REASONS POSSIBLE SOLUTIONS
1. Group Isn’t ] + Chaotic or inhospitable setting. Rearrange space to ensure a quiet setting where participants
Focusing are seated so they can see each other.

» Have not actually gotten the
i group’s attention.

» Context or reason for the
gathering is not clearly under-
stood.

« Topic not relevant to group

2. Group Doesn’t
Respond to
Questions

» Weak rapport with the faciitator
or the group distrusts the
facilitator.

Plan an informal time when people are gathering, but limit it.
Respectfully call for the group’s attention to begin the
conversation or workshop.

Start on time to encourage taking each other seriously.

In your opening comments, say enough about the purpose of
the meeting and the method so the group understands and
feels comfortable and ready to participate.

Consult more than one person in the planning stage to get a
better idea of what the group needs and expects.

Speak with warmth and an honoring style. Look people in
the eye and really listen to them. Explain at the beginning,
that as a facilitator, you are there to elicit the group’s best
thinking and wisdom, not to present them with answers or
information.

Itis often helpful to begin with a brief conversation where you
ask each person their name and what they want from this
gathering; then ask them what would be most helpful for tfor
you to do for the whole group.

BT BREAELRABVARE DR AT
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Q/nderstanding Why the Process Isn't Working, continued
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DIFFICULTIES

POSSIBLE REASONS

POSSIBLE SOLUTIONS

3. Group Gives You
“Wrong Answers”

4.Group Isn’t
Responding With
Real Answers

« You have a hidden agenda or
you believe there are “ right
answers” to the question.

» Questions are not in the right
order.

» The question is not sufficiently
clear or focused.

« Members of the group feel
unsafe, the group is not ready to
participate.

» Questions are not specific
enough.

« Participants have a hidden
agenda.

Remind yourself that facilitative leadership requires that you
elicit the group's wisdom and that there are no “wrong
answers.”

However, if there are in fact “right answers” that need to come
forth, stop asking questions and get permission to make a
presentation.

Check the level of questions. Say, “Hang on a minute. Let me
ask this first,” and substitute another question.

Rephrase the question more clearly to focus the level of the
answers.

If the group really trusts that you do not have a specific
answer in mind, you might give an example to give them an
idea of the type of answer you are looking for.

Try less serious conversation topics until the group begins to
trust you and the process and is confident that they will be
taken seriously and/or are willing to take responsibility for the
results.

Test questions in advance by imagining how the group might
answer.. If possible share questions with a co-facilitator.

Ask more specific questions to give an opportunity for hidden
agendas to become explicit.

Baean8orreEPsesse
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Q/ nderstanding Why the Process Isn't Working, continued

EEE AR A Bl

DIFFICULTIES POSSIBLE REASONS
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POSSIBLE SOLUTIONS

5. Some
Participants
Dominate

« Perhaps they don't feel the have
been heard (yes, even if the
group finds this hard to believe!).

« The “boss” who is charged with
responsiblity for the outcome
doesn't trust the group.

« Conversation style may be too
open or appear unstructured.

» There is an imbalance between
those who are quiet and those
who love to speak in a group.

+ Group wants to escape topic or

6. Group Goes Off responsibility.

On Tangents

« Topicis unfocused or deemed
irelevant.

« Facilitator is too “wishy-washy”
and does not really believe that
the group “knows best what it’s
needs are.

Listen seriously, demonstrate “hearing them” by writing, or
active listening, and respectfully cutting off-"I think we've got
your main point(s). I'd love to hear more at the break. Now,
somebody else.”

Take “the boss” aside, check for concerns, let him or her
know what his or her choices are and the consequences of
dominating: address his or her concems in the process with
the group if appropriate.

Go around the room on a few questions. Ask each person to
respond succintly.

Divide into small groups. You might mix quiet and expressive
types together. Then have the groups report their results to
the larger group.

Reflect with the group about what’s happening, using the
Guided Dialogue or by just asking the group, “Are we getting
off the topic here? If so why?”

Respectfully, but firmly, bring the group back to the subject.
Restate the context and the questions.

Remind yourself that facilitating is not about being liked by
just letting the group “do what it wants to” but about allowing
the group to get out it's best wisdom.
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/4 nderstanding Why the Process Isn’t Working, continued
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DIFFICULTIES POSSIBLE REASONS

POSSIBLE SOLUTIONS

7. Not Getting Useful | * Topic notdeemed relevant by
Results group.

» Topic is too big to be dealt with
adequately in one gathering.

* Questions are not getting out
useful information.

8. Arguments Break | « The group is following old -

Out patterns of being respectful of
each other’s views or are
unaware of ways to hear each
other.

* Facilitator is showing bias or
not treating everyone’s answer
with the same respect.

9. Group Challenges | - Facilitator is not showing self-
the Facilitator confidence.

« Facilitator conveys mixed
messages of expert and
questioner.

» Group is over sensitive to the
facilitator’s power.

Ask the group why the topic is not relevant or what needs to
be dealth with at the moment instead.

Design several sessions or meetings on different parts of the
topic.

Check prepared questions. Work backward from desired or
needed result to what data is needed at each level.

Remind group of multi-dimensional reality.

Intervene respectfully - let the first person finish, then ask,
“Now what is your perspective on this?” Invite someone else

to respond.

Ask “What are the underlying patterns, under these conflicting
responses?”

Check yourself to see whether you are receiving all answers
and pushing beyond answers to authentic consensus.
Remind yourself, “All responses are true or “correct” and are a
part of the wisdom of the group.”

Let people know at the beginning that you are using a care-
fully thought-through process and are not pushing for any
particular answers.

Check your questions to ensure open-endedness. Be sure
you are not implying that “there is a right answer” that noone
in the group has yet come up with.

Use ORID with group to reflect on why.

Use ORID on yourself to discover your own leamings.
Offer to leave. Explain the possible consequences, both
positive and negative.
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(Gomparison of the Dialogue and Workshop Methods
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Both methods are flexible, draw forth the group’s wisdom, and are often used together in a meeting

GUIDED DIALOGUE METHOD CONSENSUS WORKSHOP METHOD

Uniqueness » starts with a topic, event, - starts with an open-ended question that

concept, or past experi- brings out individual answers
ence « reveals consensus that is already

» reveals common ground - reveals relationships between ideas

* takes what is and goes - exposes present consensus
deeper - probes meaning . gets out all the information & perspectives to

» explores topics in depth a question and presents them in writing

« can be done informally « visually allows connections to be built be-

* process is invisible tween very diverse or opposing ideas

through the clustering process

When to use alone ° to reveal a “larger picture” of a +on any topic where you can brainstorm 15 or

topic more different ideas

« to reflect on script, poems, - on a topic where people have different
videos, or presentations, perspectives
projects, events, accom- . {g catalyze people’s creativity or get out
plishments or any past everyone’s thinking on an issue
experience, efc. « to move beyond answers aiready know

+ to discuss a topic with a lot of . on 3 single delimited focus questions
tension or emotion around it

« when consensus is not re-

~9%#&&&ﬁ%@93&%@39%*3@0&&##&»&#@0}&3}&#%@?&%G@v‘&&*%%&&&%ﬁ@&zﬁ-

quired
How to use together .excellent way to begin a « can be used to generate options for a
workshop guided dialogue
- excellentway to reflectonthe < can be used at the interpretive level of a
experience of a workshop dialgoue when decisions are required
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OStory for a Guided Dialogue
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VILLAGE STORY

Once upon a time there were two villages connected by a single
road. One village produced food for itself and it's neighbor; the
other provied both with hunting equipment. One day a huge dragon
settled across the road, blocking travel between the two villages.
Villagers attacked it with spears that splintered against the beast’s
thick hide. They tried to lasso it, but the dragon’s flames burned the
ropes to ashes. Week after week they labored, sacrificing many
lives and finally giving up in despair. Their food was depleted and
the supply of hunting equipment exhausted in the battle against the
dragon.

One day a youth climbed a tree to observe the dragon and discov-
ered a remarkable thing; a farmer from a distant village was dump-
ing garbage right under the dragon’s snout. An envoy was soon
dispatched to ask the farmer to move his dump to a remote field.
The dragon relocated to this new feeding area, and the two villages
were once again able to travel the road and serve each other.
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oSample Questions for the Village Story Dialogue
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Introduction/Opening: Let me read a short story to you. Read it once. Then pass out *Your Intent at Each Level:
story to participants and ask a participant to volunteer to read the story aloud. M
Level One ~ Objective: [__minutes] ° .Invite participation with
» What word or words jumped out at you? 1 ;asy“q:testlons
« What other phrases stuck in your mind? » Trec oy
» Which villager did you identify with in the story? o
Level Two ~ Responsive: [ _minutes] ¢ «Envoke group's imagination
« What visual pictures or images came to mind as the story was read? » «Share emotional response
: > « What color was the dragon? » tothe story
* Where is the village? M
« What emotions were you aware of within you as the story was read? » *Relate story to personal
» €xperiences
Level Three ~ Interpretive: [ _minutes] ® «Get out multimple
D - When have you labored fruitlessly and finally giving up in despair? » &‘;’Ss‘:gfyt‘;;e::xm what
» When have you observed a dragon? e , .
« Where in your life do you need to climb up into a tree? ; 'a:xo‘:"'"fge;‘::fezfzf:
Level Four~Depth: [ _minutes] *  experiences
« Discuss the meaning of
«So just what is this story all about? ; ,h'e story 9
l”) > D Reflect/Closing: [__minutes]
I don’t know about you, but | hope that | can look at the problems and issues
that | face in my life and work from the perspective of the tree.
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y~he Woodcarver - rrom he Way of Chuang Tsz, ed.& trans. by Thon
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Khing, the master carver, made a bell stand  “By this time all thought of your Highness
Of precious wood. When it was finished, And of the court had faded away.

1 had forgotten my body with all of its limbs. Which you ascribe to the spirits.

as
s

M

all who saw it were astounded. All that might distract me from the work .
They said it must be Had vanished. .
The work of spirits. I was collected in the single thought .
The Prince of Lu said to the master carver:  Of the bell stand M
“What is your secret?” M
“Then | went to the forest N

Khing replied: “I| am only a workman: To see the trees in their own natural state. .
I have no secret. There is only this: When the right tree appeared before my eyes, |
When | began to think about the work The bell stand also appeared in it, .
you commanded Clearly, beyond doubt. ®

1 guarded my spirit, did not expend it All I had to do was to put forth my hand and begi in.
On trifles, that were not to the point. .
“If 1 had not met this particular tree .

“l fasted in order to set There would have been y
My heart at rest. No bell stand at all. »
After three days fasting, s
1 had forgotten gain and success. “What happened? :
After five days My own collected thought .
1 had forgotten praise or criticism. Encountered the hidden potential in the wood ¢
After seven days From this live encounter came the work "
::

2;
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CYuided Dialogue on The Woodcarver
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Introduction/Opening:

Read the poem to the group. Then pass it out and go around the group, with each partici-
pant reading one line of the poem aloud.

I I | Level One ~ Objective: [ __minutes]

» What words caught your attention?
» What phrases or lines stood out?
« Who were the characters in this poem?

Level Two ~ Responsive: [ __minutes]

« What emotions were felt by Khing?
D » What emotions did you feel when listening to poem?
. » What did the bell stand look like?

« What lines of dialogue made sense to you? Which ones didn’'t?

Level Three ~ interpretive: [ minutes]

» What was the “secret?”
D ~ - How did the master carver prepare for his task?

« When have you seen someone prepared for a task in this way?
« When have you prepared for a task in this way?

| Level Four~ Depth: [ _minutes]
« In a few words, just what is this poem about?

E3

3 Your Intent at Each Level:

« Review lines of
poem

- Get out everyone’s
voice

« Get out emotional
responses to poem

« Elicit imaginative
images

+ Explore what the
poem means

» Share experiences
of meaningful
engagement

 Expose depth
meaning of poem
+ Encourage pesonal

3’!}'#6@@'&&%@@9&&¢3@&&6@@8~3‘ﬁi‘&@%&'&«é@&é%G

resolves

| I ‘D D  What will it look like for you to act as the woodcarver?

Reflect/Closing: [ _minutes] Thank you very much.
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Yhe Tao
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= Leadership Strategies for a New Age
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( #17 BEING A MIDWIFE )

The wise facilitator does not intervene unnecessarily. The facilitator’s
presence is felt but often the group tumns itself.

Lessor leaders do a lot, say a lot, have followers and form cults.

Even worse ones use fear to energize the group and force to over-
come resistance. Only the most dreadful leaders have bad reputations.

Remember that you are facilitating another person’s process. Itis
not your process. Do not intrude. Do not control. Do not force your
own needs and insights into the foreground.

If you do not trust a person's process, that person will not trust you.
Do good without show or fuss. Facilitate what is happening rather than
what you think ought to be happening. If you must take the lead, lead
so that the mother is helped, yet still free and in charge.

When the baby is bomn, the mother will rightly say: *"We did it
oursleves!”

r

#8 WATER A

The wise facilitator is like water.

Consider water: Water cleanses and refreshes all creatures without
distinction and without judgment: water freely and fearlessly goes deep
beneath the surface of things; water is fluid and responsive; water follows
the law freely.

Consider the facilitator: the facilitator works in any setting without
complaint, with any person or issue that comes on the floor; the facilitator
acts so that all will benefit and serves well regardless of the rate of pay;
the facilitator serves simply and honestly and intervenes in order to shed
light and create harmony.

From watching the movements of water, the facilitator has leamed thatin
action, timing is everything.

Like water, the facilitator is yielding. Because the facilitator does not
push, the group does not resent or resist.

\. .
) )
#14 KNOWING WHAT IS HAPPENING #49 BE OPEN TO WHATEVER EMERGES
When you cannot see what is happening in a group, do not stare . . .
harder. Relax and look gently with your inner eye. The wise facilitator does not impose a personal agenda or value
When you do not understand what a person is saying do not grasp for system on the group. , .
every word. Give up your efforts. Become silent inside and listen with The facilitator follows the group’s lead and is open to whatever
your deepest self. emerges. The facilitator judges no one and is attentive to bo!h go_od
When you are puzzled by what you see or hear, do not strive to figure and “bad". people. It does not even matter whether a person is telling the
things out. Stand back for a moment and become calm. When a truth or lying. o . .
person is calm, complex events appear simple. Being open and attentive is more effective than being judgmental.
To know what is happening, push less, open out and be aware. See This is_ becausg pe9ple naturally tend to be good and truthful when they
without staring. Listen quietly rather than trying to figure things out. are being received in agood and truthful manner. -
The more you can let go of trying, and the more open and receptive Perhaps the facilitator seems naive and chuldh.ke in this uncritical
you become, the more easily you will know what is happening. openness to whate\_/er emerges. But openness is simply more potent
Also, stay in the present. The present is more available than either than any system of judgement ever devised.
memories of the past or fantasies of the future. L W,
So attend to what is happening now. y Exerpts from John Heider
RE DR RE RGBT RBDEE B
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There is now a professional association for facilitators. For information about the Intemational
Association of Facilitators (IAF), contact the IAF office:

International Association of Facilitators
7630 West 145th Street, Suite 202

St. Paul, MN 55124

612-891-3541

Fax: 612-891-1800

Email: iafoffice@igc.org

Website: http://www.iaf-worid.org

Many facilitators share ideas, ask questions, and dialogue through an on-line conference
called misc.business.facilitators (mbf). Mbf is an open Usenet Newsgroup. Most facilitators,
however, prefer the ease of receiving and sending conference posts through email via GRP-
FACL, the listserv version of mbf. Billed as “Group Facilitation: Process expertisse for group
effectiveness,” the listserv is a moderated forum on the practice and theory of facilitation. To
subscribe, see below.

This is your invitation to join the GRP-FACL listserv.
You may join the listserv by sending an email to the following address:
LISTSERV@CNSIBM.ALBANY.EDU
Leave the subject line blank, but in the body of the message put:
Subscribe GRP-FACL your name

Using yourr first and last name
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Hegistrars
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ARIZONA

Marilyn Oyler

The Institute of Culural Affairs
4220 N. 25th Street

Phoenix, AZ 85016
800/742-4032
icaphoehiz@igc.org

CALIFORNIA

Los Angeles Area Registrar
Linda Hamilton

80 N. Center

Redlands, CA 92373
909/793-4482
hamiltonasc@earthlink.net

Northem California Registrar
Beret Griffith

849 Independence Ave. # B
Mountain View, CA 94043
650/903-0378

facilitation@multimanagement.com

San Diego Registrar
JudiAdams

133 Bellerive Ct.
Vista, CA 92084
760/941-4190
judiha@aol.com
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GEORGIA

Terri DeCarlo

50 hurt plaza, Suite 220
Atlanta, GA 30303
404/688-4845
training@nonprofitgeorgia.org

ILLINOIS
Dennis jennings

The institute of Cultural Affairs

4750 n. Sheridan Road
Chicago, il 60640
icachicago@igc.org

LOUISIANA

Jean Watts

1629 Pine Street

New Orleans, LA 70118
504/865-7828
jeanwatts@igc.org

MINNESOTA

Cheryl Karetes

2519 California St. NE
Minneapolis, MN 55418
651/788-2107
kartes@aol.com

MONTANA

Anita Dupuis

1805 S. Finley Point Rd.
Poison, MT 59860
406-887-2808
nativesoul@compuplus.net

NEVADA

Patricia R. Tuecke

4960 S. Virginia, Suite 48
Reno, NV 89502
702/828-9885
ptglobal@winning.com

NEW MEXICO

Tim Karpoff

1811 Tapia Bivd. SW
Albuquerque, MN 87105
505/877-6057
timkarpoff@aol.com

NORTH CAROLINA
Elaine Stover

5911 Westem Trail
Greensboro, NC 27410
336-605-9640
icagboro@igc.org

OKLAHOMA

Mary Jo Major

8224 NW 99th Street
Oklahoma City, OK 73162
405/722-1327
mjmafor@flash.net

OREGON

Judy Weddle

455 Forest Hills Way NW
Salem, OR 97304
503/364-0327
weddlehope@aol.com
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TENNESSEE

Debra Grimes

95 White Bridge Road, St.403
Nashville, TN 37206
615/320-6763
msolgrp@aol.com

TEXAS

Lynda Lieberman Baker

P.O. Box 4062

Austin, TX 78765
512/323-9016
Ibaker@meetingsolutions.com

Nadine Bell

P.O. Box 67000808
Dallas, TX 75367
972/373-0664
burrell@airmail.net

VIRGINIA

Eunice Shakland
4910 Briar Street
Fairfax, VA 22032
703/503-5458
shanks@erols.com

WASHINGTON

Dororthea Jewell

The Institute of Cultural Affiars
1504 25th Avenue

Seattle, WA 98122
206/322-6266
icseattle@igc.org
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