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What people are saying about
The Facilitative Way:

“The Facilirative Way is based on nearly 20 years of research done by the
Institute of Cultural Affairs between the mid-1950s and the mid-1970s.
By interpreting the language of the ICA the authors have made these
models and methods of social change accessible to a broad range of
business men and women concerned about the human factor in
organizational change.”

— Jon C. Jenkins, Author, nternational Facilitator’s
Companion, Imaginal Training, Groningen,
The Netherlands

“The Facilitative Way is not simply a “how-to” manual. It gives in-depth
background and context as well as comprehensive screens and charts

to help effectively negotiate the complex ambiguity in organizations
that we all sense is there. The Facilitative Way does an excellent job of
translating ICA’s (the Institute of Cultural Affairs) theoretical work into
some very practical organizational applications. Managers in corporate,
non-profit or governmental situations will find new and helpful
approaches to the problems we all face.”

— Bob Vance, Past President, International
Association of Facilitators; President,
Strategics International Inc., Miami, Florida



“This is must reading if you care about people and assisting them in
getting the necessary work done quickly and well. With shrinking
dollars and more expected of everyone, we need to be able to work
together to accomplish the work. The information offered in this book
is the kind we can use to get the job done well. As a supervisor, I am
more in tune now with listening to what others have to say and
encouraging them by asking questions rather than offering solutions.

It has made my job a lot easier and more rewarding. Finally, a self-help
manual for those of us who want to make a difference in the workplace.”

— Marilyn Kurtz, Economic and Employment
Support Supervisor, Kansas City Area Office of
Social and Rehabilitation Services, State of Kansas

“Wilson makes the case for facilitative leadership from three perspectives —
the ‘why’ it is needed today, the results that flow from it, and the ‘how
to do it.’” Simple but powerful, her reflective, facilitative and strategic
models are illustrated with engaging vignettes from her years of working
with teams. This blend of stimulating ideas and practical advice illus-
trates the richness and wholeness that can occur within teams led by a
facilitative leader. Wilson gives us a stimulating and refreshing guide for
becoming the facilitative leaders this new century demands of us.”

— Patricia Tuecke, President, Sierra Circle
Consulting, Reno, Nevada



“The Facilitative Way simplifies the complexity of dynamic organizational
structures and applies years of documented research to real-life business
challenges. TeamTech’s workshop approach provides the perfect balance
of information, applied learning and hands-on action. The Dynamics
Screen is a “must have tool” for leaders today, and The Facilitative Way is
the optimum tool box.”

— Donna S. Byers, Senior Vice President,
Direct Services, American Century Investment
Services, Inc., Kansas City, Missouri

“I very much like the ‘“facilitative capacity’ approach laid out in the
introduction. The use of stories throughout the book is terrific. They are
engaging and provide a useful context for the ideas that are presented.
The explanation of practical methods (e.g., Dynamics, FFID, Workshop
Method) is useful.”

— Sandor P. Schuman, Editor, Group Facilitation:
A Research and Applications Journal, Moderator,
The Electronic Discussion of Group Facilitation,
Albany, New York

“The Facilirarive Way uses real-life stories and situations as examples of
how good management can elevate your organization. In my personal
experience of working with the authors, I have never worked with peo-
ple who did a better job of keeping us energized and focused on our
goals. This book is full of creative and energetic ways to change how you
think, how you act, and how you lead.”

- Gordon Docking, Chief Executive Officer,
St. Mary’s Hospital, Blue Springs, Missouri
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facilitative way was opened for us.



Acknowledgments

There are many people to whom I owe a debt of gratitude. A special
thanks to my partners, Kathleen Harnish and Joel Wright, for their support
and access to the materials we corporately produced on which this book is
based. The intellectual capital of the Institute of Cultural Affairs is the founda-
tional base that has made The Facilitative Way possible. My thanks to the many
ICA colleagues who have shared their knowledge with us.

In addition, input and feedback from many people has kept this project on
the straight and narrow with creative suggestions. I wish to particularly thank
Kaze Gadway, who helped me frame the book’s initial outline. A special thank
you also to Maggie Finefrock, Marnie Hammer, Marilyn Kurtz, Wayne Nelson,
Barbara O’Hearne and Dave Skinner for their invaluable feedback.

The gratitude I have for the assistance and insights of Pola Firestone of
BookWorks as she guided this effort to final publication is immeasurable.
Editing assistance from B-] Diamond, Deborah Shouse and Kirsten McBride
has been invaluable.

Above all, I am deeply grateful for my husband Rodney’s encouragement,
support and patience.

Priscilla H. Wilson



Contents
Introduction i

Make a Difference

Strive for 100 Percent Engagement 1
Create a New Context for Working Together 2
Shift from Facilitator to Facilitative 6
Know Your Way Around 9
Take the BE-THINK-DO Journey 10
Summary 12
Mobilize Energy
Change Creates Challenges 13
Think Differently 15
Shift Habitual Thinking Patterns 19
Abandon Old Assumptions: Adopt New Approaches 22
Change Your Screen 26
Understand Dynamic Complexity
Three Basic Dynamics 28
Develop a New Field of Vision 34
Get Out of the How and Into the Wy 38
Align Dynamics So They Work Together 40
Use Leverage to Mobilize Strategic Action
Focus on Nine Points of Leverage 43
Align Everything with Serving the Customer 46
Do What Matters 51
Manage the Context 53
Summary 55
Orchestrate Interactions
“Not Another Meeting”
Meeting Nightmares 57
Strengthen Strategic Prethinking
Change Your Reference Point 60
Prepare the Orchestration 61
Design an Intentional Script 65
Create the Context 66
Shape a Team Atmosphere
Spark T-E-A-M-S 71
Decide the Agenda 78

Weave the Silver Thread 81



Generate Reflection

Why Reflection Is Important
Start Talking and Get to Work
Frame a New Point of Reference

Apply a Formula for Questioning and Listening
Tap into the Natural Thinking Process
Guide Reflection with “I” Thinking Plus
“We” Thinking
Invite Reflection
Listen with Intent

Use Reflection to Facilitate Learning
Change Data and Information into Knowledge
Release “Out-of-the-Box” Thinking
Reflect with Questions to Trigger Insights
Develop Innovative Methods

Summary

Ignite Action
Move Beyond Talking to Action
Make Things Happen
Invent the Future
Check Your Own Attitude
Use Creative Tension
Create a Practical Vision
Identify Current Reality
Choose the Future
Spark V-R-C ...
.. to Provide Direction
.. to Problem Solve
... to Motivate
.. to Operate Strategically
. to Position People to Take Action
Sustam Momentum

Summary

Capture Learning
Inspire a Journey of Learning
Work Wiser
Guard Symbols
Foster a Climate of Trust
Intensify Creative Tension

85
86
88

88

91
96
99

103
105
108
111
118

119
120
120
122
122
124
125
129

134
137
141
143
145
152
156

157
158
160

161



Pay Attention to Learning Styles

Strengthen Communication Loops
Catalyze Learning

Create a Safe Zone

Choose to Be a Facilitative Leader

Cultivate a Compelling Story

Nurture Teamhood

Summary

What It Takes

The Facilitative Journey
Screen for Clarity
Choose Methods and Techniques

What a Facilitative Leader Looks Like
Set the Tone with Attitude
Practice Personal Disciplines
Act Out the Four C’s

Set the Stage for Facilitation
Become a Guide
Honor Individuals
Share Values
Think with Foresight

End Notes
Suggested Readings
Appendix
History of the Methods
The Dynamics Screen
The Conversation Formula
The Workshop Method
Forms and Models
Blank Dynamics Screen
The Dynamics Screen to the Fourth Level
A Conversation Practice Form
Sample Conversations

About the Authors
Feedback Form
Order Form

index

161
163

166
168
169
178
180

181
182
184

185
187
188

189
189
190
193

196
203

208
209
209

211
212
215
216

222
225
227

229



Introduction
Leading is a decision, not a job description.

In the early 1990s, a large city hospital asked our consulting company,
TeamTech, to teach a group of managers “some communication skills.”
Communication issues topped the list of major issues in many organizations
at the time. After the communication skills training we worked with several
hospital departments that were experiencing conflict and controversy. What
started with a simple request for communication skills training moved to a
wider scope of organizational concerns. Eventually, this broadened to facilitation
training for managers and supervisors in all of the hospital’s departments. Over
time, more and more clients requested facilitation training for people who were
in various leadership positions — managers, supervisors, team leaders and so on.

Working with people in business, government and the community over
many years has taught us that the capacity to be facilitative is at the core of
working effectively with others. People who are facilitative catalysts help
colleagues work together smarter, faster and more comfortably with enthusiasm
and fun. The facilitative process fosters ownership, teamwork, better commu-
nication overall and results. As one manager said, “After practicing this for
several months, I've found that people around me are adopting the same
techniques. We accomplish more in shorter amounts of time, we trust each
other more and we are more open with each other. We collaborate and
celebrate in coming up with solutions that are much better than if we'd worked
on things on our own.”

The Facilitative Way, which is based on the facilitation training we typically
offer, was written for those who are in positions of responsibility for individuals,
teams, tasks and their organization: non-profit, governmental or for-profit.

The Facilitative Way examines the skills, techniques and methods needed to
help people think and act together to make a difference. This book can help
you think, ralk and act cooperatively when you use effective combinations of
reflective, facilitative and strategic processes.

The insights and processes presented here are based on international
research of the Institute of Cultural Affairs and the insights of Dr. W. Edwards
Deming, Priscilla and Joel were in leadership and board positions with the ICA
for twenty years and helped in the development of many of the ICA methods.
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Kathleen served in a one-year internship with Dr. W. Edwards Deming, one of
the world’s best known advocates in the quality movement of the 1970s and
1980s. For over thirty years we have seen the power of disciplined reflection
and have watched people express ideas about how to make things work better.
We have observed meaning and purpose reenter a situation and seen spirit and
fulfillment motivate people. We have heard individuals make sense out of their
complex situations. Many of the stories in this book reflect this spirit and sense
of fulfillment. Our insights are drawn from a long and varied history of work-
ing with groups of people from rural villages to corporate boardrooms.

The Facilitative Way offers new ways to achieve a “people” emphasis and
create a supportive atmosphere to express innovative ideas. “Being facilitative”
means easing the work processes for yourself and others by thinking together.
“Thinking strategically” means taking into account the whole as well as the
necessary details to make strategic choices that accomplish desired outcomes.

Changes in the marketplace and the necessity to give service demand a
more facilitative and strategic workplace. Today’s information-based economy
with its high customer demands and global competition is requiring a new
level of speed, imagination and flexibility, affecting every aspect of our work
life. This need for speed, imagination and flexibility is causing many of the
changes in today’s workplace. These changes in turn are calling for an increase
in people skills, such as:

Change - upgrade your thinking skills
What you know is important; but how you think, make decisions and
act is critical. It is important to upgrade your thinking skills at the same
pace as you upgrade your RAM and megabytes. Don’t find yourself with
Version 1 thinking in a world operating on Version 6.0. The workplace
has shifted from “brawn” to “brains” as we all struggle to let go of old
assumptions of the industrial economy.

Change - work effectively together
Increasingly, jobs emphasize both technical responsibility and people
responsibility. Too often when the nurse has been promoted to unit
supervisor or the bank teller to branch manager, they lack the necessary
people skills for their new responsibilities.

Change - talk with people, not at them
Leaders need to understand how to use the resources and people that sur-
round them. You can be a leader without being the official “manager” or



“project lead.” It’s not about telling others what you know, it’s about
listening more actively and being sure that everyone involved has made
a contribution.

Change - think with a big-picture perspective
Leaders need to adopt big-picture thinking so that all the dynamics at
play in a problem can be identified and a strategic response developed.

Change - choose to take responsibility

Responsible action is the goal, and individual choice is the vehicle. When
responsible thinking is released, people are fully engaged and get things
done.

Throughout The Facilitative Way we will share tools and techniques for
being strategically facilitative and responding more effectively to situations,
problems and issues. The key is in the together as we strive to work with new
modes of thinking and acting. Making interactions easier starts with each of us.

Through tools, theory, procedures, reflections and thinkabouts you will
learn how to take advantage of the research that has been done on the teaching
of thinking. Watch for the following icons found throughout the book to guide

your learning.

Mobilize
Energy

Capture
2 lealz'ning | Orchestrate
J rrrer— | Interactions

Action

Generate
Reflection

SN AR et ety
LSRR

Learning Flowchart
At the beginning of each facilitative approach chapter is a flowchart

delineating the key points of the chapter. This enables you to see the
logical flow of what you are learning.



Facilitative
Approach

Reflective
Learning

How-to Action

The Facilitative Approach
Key understanding of the aproach and
method covered in that arena.

Reflection
Questions to help you and others think
about thinking. These questions deepen
learning and increase your ability to apply
learning

Thinkabouts
Information and understandings that add
depth to implementing the method.

How-to Action
Practical ways to use the methods and tools
in work situations.

When you learn, practice and apply the facilitative models presented here,
you will be more effective at:

* Analyzing what a given situation requires

* Raising the questions that make a difference

* Getting more impact with less energy

* Generating buy-in for what is needed

* Engaging people in thinking and taking action together

Decide to be a facilitative leader, and others will think of you as a person

who knows how to get things done with others.

iv




Strive for 100 Percent Engagement

Choose to be a leader!! Who me? That’s right. At one point in time — not
so long ago — leaders were designated, assigned, specified.

In today’s marketplace of global competition, constant change and expand-
ing customer choice, being a leader is something you choose to be (or not to
be) right where you are. If customers (internal or external) are going to receive
the service that they expect, it is up to you to step up to the bat.

When Harry Truman was president of the United States, we were not sur-
prised when he put on his desk a sign that read, “The Buck Stops Here.” What
would your workplace be like if every person had a sign that read, “The Buck
Stops Here”? What would it be like if there was 100 percent engagement?

The Gallup Organization regularly surveys the U.S. workforce to measure
levels of employee engagement. “The latest figures show that only 30 percent
of the U.S. workforce consists of engaged employees (loyal and productive).
Over half - 54 percent — are not-engaged (just putting in time), while 16
percent are actively disengaged (unhappy and spreading their discontent).™

Why is such a high percentage of the workforce not engaged? Is it because
old forms of security and certainty have disappeared and we haven't figured out
how to operate standing on a bowl of Jell-O? Regardless, we all may be in need
of new tools and processes to increase active engagement.
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Where do you find yourself in this survey:
" engaged? | Renective
* not-engaged? | __Learning
* actively disengaged?

What about individuals you work with, your team, your department?

prassianemermats paiisencter

Perhaps you are fortunate and engagement levels are high in your work-
place. But if not, have you thought about how to change things to reach 100
percent engagement?

Too often we think that more supervision, salary increases, higher status or
better relationships in the workplace are the motivators for engagement.
According to Frederick Herzberg? in “One more time: How do you motivate
employees?,” these are “hygiene” or job satisfaction factors. But the factors, he
says, that lead to extreme employee satisfaction or motivation for engagement
are:

* achievement (receiving feedback that includes praise and recognition)

* the work itself

* responsibility (participating in communication, accountability,

self-scheduling)

* advancement and growth (receiving new learning and unique expertise)

In these changing times new leadership strengths and interconnections
between people and events are necessary to engage employees. “No society on
the planet knows how to live with constant, radical change. It’s never been
done before,” says William Van Wishard, president, WorldTrends Research.?

Create a New Context for Working Together

Change is now the norm. We are caught between the
no longer and the not yet.

We have moved out of an industrial age and are overwhelmed by the
information age. We struggle to make sense of it all. The to-do list never gets
shorter and never gets done. How-to books are plentiful, and many suggest
ways for you to do your job better. You need ways for you and your coworkers
to learn how to think, talk and take action together. These skills are at the
heart of facilitative leadership.
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“Shared commitment to change develops only with collective capability to
build shared aspirations. People start discussing ‘undiscussable’ subjects only
when they develop the reflection and inquiry skills that enable them to talk
openly about complex, conflictive issues without invoking defensiveness,”
according to Peter Senge.* The facilitative skills that support this collective
capability lead to more involved engagement.

Being facilitative is a different way of interacting with coworkers and
viewing a task. According to Websters Dictionary, “facilitate,” from the root
word “facile,” is to “make easy or easier.” It means functioning with a mindset
of serving others, allowing the group and the situation to “be in control.” As
a manager, this emphasis on people skills is powerful. Instead of having to
“know,” you need to build the capacity for more people to “be in the know.”

Facilitative leaders are engaged in:

* Asking questions to enrich engagement
* Sharing knowledge and information

¢ Linking minds

* Learning and unlearning

Ask Questions to Enrich Engagement

Norma Jean is looking for ideas on how her team can make more
informed decisions. As a project leader in a large global asser management
firm, she knows that her team members often have trouble remembering
verbal instructions. She hopes to expand her skills so that communication
in the team will improve. She is searching for ways to help projects move
Jforward more efficiently and effectively.

The most poignant ‘Abh Ha” moment for her during a training class on
Jacilitative skills is when Norma Jean realizes that leaders and managers
don't have to have all the answers themselves. When she hears the trainers
and the class participants talking about how to use the resources and people
that are in the group, she knows she has just learned a new way to think
about her role with the team.

The facilitative way means shifting from “keeping control” to new ways of
asking questions and relating to people so they can assume more responsibility.
Helping a group of people face its challenges lets them build a clear picture of
the situation so they move on actions.
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Jeffrey Pfeffer and Robert Sutton’® state in a Harvard Business Review article
that “most organizations have trouble bridging the knowing-doing (talk-action)
gap ... because of the willingness to let talk substitute for action.” Further,
they reaffirm that “leaders who do the work, rather than just talk about it, help
prevent the knowing-doing gap from opening in the first place.”

Howard had just been in a training class that emphasized the impor-
tance of developing team ownership for a project. He decided to try out the
concepts at his next team meeting and created a list of questions to keep the
ideas rolling.

After setting up the brainstorming session, Howard launched in with the

[first question. He waited for ideas to pour out of people, but, instead, the
team just looked at him. Howard chewed on his lip, anxiously waiting.
Finally, Jane came up with an idea.

“Good,” Howard said, writing it down. “By the way, this reminds me of
another idea. We should really do ...,” and he wrote down his own idea as
well. Then Fred suggested something else and Howard wrote that down too.
“T've had an experience with an idea like that back when I was working on ...
The idea reminds me of this idea ...”

Every time a team member had an idea, Howard had an idea. He was
so excited by the wealth of his own ideas that he didnt seem to notice the
room growing quieter and quieter. Taking over with his own ideas instead of
listening to and honoring the team’s brainstorm had effectively shut down the
creativity of the group.

Peter Drucker® says that “managing yourself requires taking responsibility
for relationships ... taking responsibility for communication. People do not
know what other people are doing and how they do their work, or what contri-
bution the other people are concentrating on and what results they expect. And

the reason they do not know is that they have not asked and therefore have not
been told.”

Share Knowledge and Information

John is sent to a training class to gain a new skill, to learn a new way of
doing things. John comes back from training with new DOING but no new
THINKING skills. He quickly gets busy and with time of the essence, John’s
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same thinking kicks in. Soon he even falls back into the old doing rather than
new doing. How can you get John to start THINKING about what he is
DOING?

Thinking in new ways is hard, but it is a necessity in today’s knowledge-
based economy.

What we carry in our heads and share with others is what gets the job
done: intellectual capital, knowledge work and intangible assets of
skill, knowledge and information.

Without sharing and accumulating knowledge and learning, businesses
keep “losing the recipe,” as hard-earned learning walks out the door when
people change jobs or are let go.

Link Minds

The complexity and speed of change have made it impossible for one
person to know it all. Issues are too complex for a simple “one size fits all”
approach. Therefore, linking minds in order to think, talk and take action is
critical. Everything is more connected, complex and diverse. Just one for
instance: communication technologies have shifted our linkages. When a major
shift takes place in the workplace, rumors fly between the people not in the
communication loop, resulting in confusion and mixed messages.

When we think together, we can focus critical skills on real work situa-
tions. As a result, work gets done and practical learning happens. We have to
understand what we collectively carry in our heads. The concepts we pull
together corporately about making the right things happen are key to getting
tasks completed.

Thinking together can be hard work. Since our work life may consume
25-40 percent of our week, it is helpful to make this chunk of time more
effective and enjoyable. Without collective thinking on a problem:

* cynicism spreads

* people get disgruntled

* turnover increases

* burnout spreads

* things don’t get done

* the things that can make a difference don't happen
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Learn and Unlearn

If you still think you are supposed to be making all the decisions, you will
not be successful in learning how to be facilitative. Effective leadership requires
learning and unlearning. Training often centers on learning and applying new
skills, ignoring the unlearning that must take place first. Fortune magazine
noted: “Companies expect middle managers to metamorphose, effective
yesterday, into leaders ready to coach, motivate and empower. The problem
is, few managers and companies understand the transformational process.
Corporations underestimate the shift in mindset and behavioral skills that team
leaders need.”

Learning together can spark intrinsic motivation for employee achieve-
ment, recognition, involvement, role clarity, responsibility, advancement,
growth, empowerment and results.

Shift from Facilitator to Facilitative

If we are to keep from boiling over, we have to step back and think
(reflect) in order to learn new ways of producing results. This need to learn
together is causing a major shift in our working together.

The First Wave
In the first wave of encouraging participation and engagement, the role

of facilitator was created. This role grew out of the quality circles creared as a
result of the work of Dr. W. Edwards Deming in the 1950s in Japan, and
from 1974 until his death in 1993 in the Unirted States. The facilitator was
responsible for orchestrating the process and helping a group achieve a desired
outcome. The quality management movement pointed out the need for this
role and popularized it. “Being facilitative” typically referred to the individual
specifically assigned to manage the group process, as in:

“All right, now on this team we need a leader, recorder and facilitator.”

“The facilitator is the one concerned with the process.”

“Let’s bring in an outside facilitator for this retreat.”

“We need someone to facilitate this event.”
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The Second Wave

The surf was up, as the second wave of “being facilitative” moved beyond
an assigned role. We began to see that many people — not just one in a group
or team — can decide and learn to be facilitative. This involves using a style of
behavior that eases the way people think and take action together. The role of
assigned facilitator evolved to becoming instrumental in showing others how to
be more facilitative in their day-to-day work.

A Transformational Wave
A third wave is beginning to sweep the workplace. This wave combines
being facilitative with being strategic and calls for facilitative leadership
throughout an organization. Working together facilitatively and strategically
means that thinking and action are tied to the organization’s strategy, mission
and vision and the capacity of people to carry it out.
When working strategically, a group’s thinking and planning stays
connected to:
* the historic — what has happened in the past in the organization and
industry?
-what was the original passion/plan?
-what have been benchmarks along the way?
* the present — what is going on now?
-what is the current mission/message?
-what are current accomplishments?
o the future — what is needed and what are the priorities for the future?
In the third wave, being facilitative and strategic means asking the right
questions and carrying out the strategic action. It sounds simple, but being
facilitative, at its most fundamental level, is about changing your relationship
with people and the relationship people have to the job.

Being facilitative rests on the premise of talking with, not at, people.
In fact, in empowered teams everyone acts in a facilitative role.
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Figure 1 shows the differences between a facilitative and a nonfacilitative
approach.

Differences Between a Facilitative and a Nonfacilitative Approach

Facilitative Approach Nonfacilitative Approach
* dialoguing along with giving * giving a report
-a report o
« talking at people

» asking open-ended questions

« sparking new thinking * controlling the conversation
« linking ideas togééi;er * isolating individual thinking
» sparking motivation and passion ® giving Instructions

: L ; * paying attention only to
s acknowledging everyone the important people
* moving a group to action « processing forever

Figure 1

The art and science of facilitation continues to evolve. Taking time to
master facilitative skills and operate strategically can catalyze effectiveness in
a complex, changing environment. Energy and enthusiasm will transform the
working environment.

What It Means to Be “Facilitative”

Now we recognize the need for everyone to be adept at easing the way
for people to think and take action together in a variety of interactions (from
meetings to conversations) and in a variety of organizational roles (manager,
customer service rep, team member, CEO).

Being facilitative starts with a decision to work together to achieve an
outcome. It does not necessarily mean that everyone is involved in every
decision. Being facilitative may mean asking for input for a decision that
you need to make; a decision may. be delegated to one or more people; or
a decision may be made with the information available at the time.
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Facilitative people:
* discern relevant patterns
* spot issues and options
* think comprehensively
* generate passion for the task
* operate with a stance of possibility
* reinforce esprit de corps
You are being facilitative when:
* you make a decision and then help others understand the decision
and why it is needed so they can more effectively implement it.
* you ask people for their input and insights with the clear
understanding that the ultimate decision is yours.
* you explain the criteria for an acceptable decision and turn the
decision over to others, providing them with the responsibility and
accountability necessary to get it done.

Know Your Way Around

It Starts with You

Anyone can decide to ease the conversation and work on behalf of the
team. Team members, coworkers, managers, supervisors, team leaders or
frontline workers can be facilitative. Facilitative skills can enhance participation
in a meeting, a conversation in the hall, an informal discussion at lunch, a
presentation or a workshop.

Do you make it easier for yourself and others to get
the task done?
Do you help groups get unstuck?

Do you encourage dialogue and keep action happening? ﬁfal?rflt:nvge

When you think in terms of group ideas, do you:
* tap into everyone’s useful reservoir of thinking?
* pay attention to each person’s ideas?

* affirm each person’s contribution?

honor the unique gifts of each individual?



The Facilitative Way

* give people a sense of “we are in this together™
24
* build on the ideas of the group to create something new?

Work Smarter

The art and science of working with others allows us to work smarter, not
harder. According to David Perkins, getting smarter is a matter of “knowing
your way around” different situations.®

You are probably already familiar with many of the challenging places you
need to “know your way around,” for instance:

* decision-making — choosing between alternatives

* problem-solving — building bridges across the gaps

* explanation — finding insight and meaning

* problem finding — seeking and addressing potential flaws and weaknesses

¢ planning — formulating plans and organizing and allocating resources

* prediction — conceptualizing existing or known conditions to forecast

likely outcome

* learning — integrating new information, concepts and skills

Knowing your way around facilicative leadership can make the difference
in the interactions in your workplace. Figure 2 shows the new thinking
and the new doing that are the result of knowing your way around facilitative
leadership.

Take the BE-THINK-DO Journey

Deciding to be facilitative and strategic in the workplace is a journey that
consists of many facets. First and foremost, it is a journey of learning about
yourself, others and the task. It is a journey of risk, and therefore requires
courage. It is a journey of building relationships. Finally, it is a journey of
increasing capacity to get things done.

This journey changes your approach. You will decide to BE the hub of a
wheel, not a tire(d) repair shop; you will THINK through perceptions in new
ways; and you will DO the methods and techniques that win, rather than those
that circle around, ultimately going nowhere.

This BE-THINK-DO journey gives you a facilitative advantage at the
individual, team and organizational level.
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Make a Difference

Knowing Your Way Around
Ij:;:)h;t:a:ic‘l,ne The New Thinking The New Doing
axe . Comprehensive thinking Use leverage to
1t\hdolr))|hze Epeggy with with organizational inform stra%egic
e’ ynamlcs creen dynamics action
Orchwtrate Interactions Intentional thinking in Shape a team

with an intentional script

advance about what needs
to happen

environment

Generate Reflection

Facilitative thinking that Focus creativity to
1 with a sequencing taps into people’s unleash the power of
A formula natural thinking process multiple perspectives

Ignite Action
] with vision-reality
tension

Enthusiastic thinking that
harnesses the creative
tension to make

strategic choices

Strategically allocate
the use of time, energy
and resources

Capture Learning
with a compelling story

Reflective learning,
unlearning and relearning

Advantages for you as an individual:
You don't need to have all the answers.

Reenergize,
remaneuver and sustain
strategic action

Gttt Bt R s

Figure 2

* You interact with coworkers and superiors with more confidence.

things happen.

You can take risks with courage by thinking through how to make

* You experience ways in which you can make a difference.

* You have more fun on the job.

Advantages for the team or work group:

* A team finds ways to move beyond an often confusing collection of
individual opinions to reach a common understanding of a given task.

A team feels confident in moving beyond discussion to action.
A team both gives and receives feedback.

* A team saves time getting things done by thinking together before acting.
* A team discovers the joy of working together to reach a goal by working

smarter, not harder.
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Advantages for the organization:

* Teams handle disputes and conflicts.

* Teams build collegial, inclusive relationships with customers and
coworkers.

* People share a common purpose and know how to strengthen it.

* Effectiveness becomes the norm in handling change.

* Feedback moves up, down and across, constantly informing and
improving teams and the organization.

Snowball Effect
To enhance this BE-THINK-DO journey, adopt an operating style that
eases the way for people to think and take action together. As a result, others
will start using these skills as well:
* instead of one facilitator at the head of the table, everybody around
the table is facilitating the group process;
* instead of a person complaining, “why don’t they do something,”
those around the table pick up responsibility;
* instead of one loud voice dominating the team, those around the
table share insights.

Summary

The changing workplace in today’s information age makes facilitative
leadership skills essential. By easing the way for conversations, by building
active and empowered teams, by showing people the benefits of thinking and
acting together, you create a better work life for yourself, your team and your
organization. It starts with your decision to expand a mix of techniques, skills
and approaches that will make working together more effective and satisfying.
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Change Creates Challenges ="

Change comes at us faster than we can assimilate it, resulting in a

temptation to hang on to the security of defined tasks in isolated departments

as traditionally has been the case. Below are three examples of the struggles

we face when we fear we will not know what to do when things change.

Do More With Less

* The Situation: Larrys team is working on a computer project when two

members are transferred to another department. Larry realizes that no new

members will be transferred in, and with fewer people there is still the same
amount of work to do. The team is faced with: Do more with less.

The Choices: The team can work harder and simply reassign the work the

two transferred members were doing. Or they can invent a new mode of

organizing the project. Or they can reprioritize their work and come back

to the computer project later.

The Challenge: The team faces the challenge of starting over in fresh and

creative ways. Redesigning the work will mean deciding what they need to

start doing, stop doing, keep doing or do differently so they can meet deadlines.

Not Either/Or But Both/And

* The Situation: Frida is the manager of a new team. Her question is how

much participation she should encourage and how much control she should

exercise. She knows it would be helpful to involve more people (get them

13
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thinking), but this runs directly into some of the controls in place (policies,
procedures, standards). How will decisions be made?

The Choices: Frida remembers a “decision-making continuum’” she learned
in a training class. Maybe she doesn’t have to give all decisions away or make
all the decisions herself To manage by extremes, either/or may not be the only
choice. The decision-making continuum in Figure 1 allows her to have more
choices.

Decision-Making Continuum

Independent ——— —  Participative ————————— Delegate

I decide, Conspltative Cons?nsus You decide,

no input ' ' no veto
Input provided, We all decide
but I decide together

oA b L R B L Pt A AR e

Figure

N R A S e U S R TR S SN

The Challenge: After deciding to work with this continuum, Fridas
challenge is to decide her own leadership style. Then she will need to

discern which decision-making mode to use when.

Information Is Power

o The Situation: The organization’s mission statement is posted in all the
departments, extolling the virtues of sharing information. Yet Zachery has
noticed that other managers continue to hoard information, thus broadcasting
the message: Do what we say, not what we do! Zachery has trouble with the
idea of hoarding information as a way of holding on to power as a manager.
The Choices: Does Zachery hang on to information in order to stay in charge
of the team? Does he share what he knows so people are thinking about the
information and creating new perspectives?
The Challenge: Zachery is challenged to find new ways to hook up informa-
tion to the task so it becomes a power resource for the whole team. He wants
the team to do a good job so it doesn't remain in isolation from the rest of the
organization.

14
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Reflect on how having a bigger picture can be helpful in

meeting your challenges.

i Reflective
* What have been some of the changes in your workplace Loaming

over the last five years?
* Which changes are you experiencing as exciting and enticing?
* Which changes scare you, filling you with foreboding?
* How can you position yourself so that change doesn't tear you apart or
set you drifting aimlessly.

The key to big-picture thinking in a time of complex change is under-
standing how things work, where they fit into the overall picture and how goals
are defined and achieved. In an information economy, relationships are often
the biggest challenge, and “why” is more important than “how.”

Think Differently

In a stable marketplace with minimal competition and limited customer
choice, the task was to just do the job, and produce consistently in the
assigned spot.

Today we are facing a very different marketplace.
Extensive customer choice, vast competition and constant change
are forcing us to shift our responses.

Here’s a story of how marketplace forces shape where we put our time
and resources.

Imagine work life back in your grandfather’s day. The typical boss made
the decisions and took responsibility through bureaucratic controls, while the
worker was to do his job. The purpose was to “make the numbers” and feed
the marketplace. For their part, customers took whatever was made! Quantity,
not quality, was the measuring stick. Whether in the auto industry, banking,
retail, or even services (many fewer then), work life was pretty routine and
predictable. You gave your loyalty to the company, and in return you had a
secure job for life.

Sharing of information was on a need-to-know basis. Top-down leadership
and decision-making were the order of the day. Work was done within structured

15



The Facilitative Way

roles; people were to stay in their box on the chart. Since the purpose was
to do the job, knowledge was all about skills training. No one talked about
purpose. Instead, work was done with an unspoken purpose to maximize
resources.

The banks were #he money business; for example, getting cash, making
transfers and checking balances required contact with the bank during its time
frame. Convenient options were not offered. The banks did not need to change
their methods because no one was offering alternatives. While this meant limited
choice, it provided a great deal of stability.

How different today’s workplace is. The demands to meet the highly
competitive, globally complex, rapidly changing marketplace have caused a
shift from a “just do your job” purpose to “commit to the mission.”

This shift is being driven by the need to serve customers and provide
customized services. Think of your own experience as a customer. There are
fifty-two places you can buy a hamburger, forty-eight places you can get your
car tuned up and thirty-two places you can go for a physical check-up. As
customers we are better informed, we insist on excellent quality and we want
everything quickly and conveniently.

As a result of these changes, organizations are structuring more around:

* serving customers

* commiting to the mission

* building involvement

How do we give the best service to our customers and yet use our resources
most wisely? The answer is: we create innovative systems.

How can we manage this? It takes all of us being fully involved in provid-
ing the quality and customer service the marketplace demands. Chris Argyris'
describes this as employees having internal commitment, which “occurs when
employees are committed to a particular project, person, or program for their
own individual reasons or motivations.”

The workplace still needs controls but requires a different level of support.
As a result, everyone is involved in thinking and acting rather than having only
the people at the “top” thinking and everyone else acting,

In today’s marketplace, the “why” we do what we do has become a more
critical component as we try to make sense of what is going on. We know most
about “what” we need to do, less about “how” we are doing it and least about
“why” it is important. There is a new push to define, communicate and live the
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mission and purpose of the organization. As a result, we find ourselves in much
more flexible roles, doing whatever it takes, creating buy-in, producing quality.

The challenge for cach of us is to create a shared picture of whar we are
trying to accomplish. During these changing times often the greatest struggle
an organization faces is how to hold the tension between the mission statement
and the bottom line.

The key is to daily find ways to make the purpose practical; for example,
to think about who we are — our identity. How is your organization’s identity
portrayed in annual reports, press releases, quarterly statements, staff meetings,
executive chats, rituals and symbols of corporate life, meeting formars, modes
of speech, the way retirement dinners are conducted, symbols of recognition
ceremonies, what is put on the walls?

A bureaucratic organization is not able to respond with the speed, flexibility
and quality that is necessary. The question is: what capabilities do we need?
How must leadership be different than in the past? Figure 2 illustrates some
of the changes necessary to shift successfully from bureaucratic to facilitative

leadership.

Leadership Shifts in a Marketplace of
Extensive Customer Choice, Vast Competition and Constant Change

From Bureaucratic Leadership to Facilitative Leadership

s control * support
* rigid » flexibility
* job “prescriptions” = e task areas
» isolated departmems * experience of the whole
e self-interest e common good
= focus on #s . » focus on values and #s
» people are cogs in a machme e people have creative brains
Figure 2
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* How are you different as a customer than your
parents or grandparents used to be?
What do you expect as an employee?

How has your role as a manager been changing?
What does this have to do with being facilitative?

Organizations are moving beyond bureaucratic structures, learning how to
pull people together quickly from different parts of the system into effective
teams working on a task. For this strategy to be effective, managers and leaders
must learn how to be facilitative.

Maura was an assistant manager for a communication company. The
company implemented a reorganization plan whereby project teams were
created and each charged to customize their services to meet the needs of their
customers (internal or external). Suddenly Maura was in charge of a team.
Before, each person had worked fairly independently but now they had to
come up with a plan. Some people were filled with ideas; others barely said a
word, Maura couldn’t figure out how to manage this group. Plus, they were
gerting less real work done. Morale sank and customer service was worse than
before the team experiment. Maura got a knot in her stomach just thinking
about work.

Finally, after a year of struggle, senior management sent out a directive
to disband the teams and return to the original top-down mode of operation.
Maura and almost everyone else were relieved to revert to the “I'm not paid
to think” style of work. The customers, however, experienced no improvement
in service. Service continued to go from bad to worse.

* What do you think was missing in the experiment
with teams?

* What is the capacity of Maura’s company to be flexible P rren
with change in the future? _Leaming

Too often cross-functional and task-focused teams are ineffective, because
they do not know how to think together and create real interdependence.
Managers and employees need to know how to ease the flow of information
up, down and sideways while increasing people’s capacity to reflect on their
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own ideas. We are each called to expand our ability to develop people skills and
a new sensitivity to mobilize people.

Shift Habitual Thinking Patterns

The rivers of thought carved in our minds represent habitual thinking
patterns that have become ingrained. When we are under pressure, we tend to
operate with an emphasis on either the Task (what has to be done), Processes
(how it is to be done), or the Purpose (why we need to do it). We tend to
forget the other two perspectives.

Many times our habitual ways of thinking limit our ability
to see the larger perspective.

As change moves throughout the organization, so does the need for more
comprehensive (task + process + purpose) thinking. This is big-picture thinking.

Figure 3 (page 20) describes three thinking perspectives, the primary
concerns in each and why thinking in that perspective alone is limiting. Identify
which of the three most aptly describes your own perspective. Consider your
thinking when under pressure or stress in the work environment. If you have
trouble identifying your favored perspective, ask a few trusted coworkers.

Once you have identified your habitual thinking mode,
take a moment to reflect on:
* Which two things do you say or do that caused youto
identify this as your perspective? {:2?:};‘:’
* Whar strengths/values does this perspective have? ST
* What are three things you can do to balance your per-

spective so that you are considering all aspects of a given situation?

If you lean toward the Task, broaden your thinking perspective by also
considering:
* What is importang?
* How will this action fit with the purpose of the team or organization?
* Whar information is needed to act responsibly?
* Who else needs to be involved and/or informed?
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Limited Thinking Perspectives

~ Perspective Primary Concern Limitations
, Focusing primarily Quantifiable .
on the Task and shorter term: Gets things done
' * just do it but tends to be
. « get to the bottom line directive
What we do » manage for results
Focusing primarily Dotting all the “i’s”
on the Process and crossing all the “t's:”
* quicker to do it Gets things done
myself but tends to just
* detail orientation do it oneself
» reflection on me if
How we do it not done right
Focuingprimartly ot e S |
en the Purpose « why are we doing Gets things done
this? but tends to try to
« have the “right” people keep everyone
been informed? happy
. « is our thinking long-
Why we do it term enough?
Figure 3

If you lean toward Process, broaden your thinking perspective by also
considering:
e Who are the customers and what are their needs?
* What is the purpose of this assignment?
What's the balance between “getting it right” and “getting
it done fast™?
* How does the work space need to reflect the purpose?

.
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Finally, if you lean toward Purpose, broaden your thinking perspective by
also considering;

* What are the resource constraints and financial impact?
* What systems need to be in place?

* What are the expectations?

* How does this help serve the customer?

More comprehensive thinking will broaden your perspectives and
strengthen your ability to deal with unexpected change. It is easier to balance
your thinking when you are not under pressure or stress. Your capacity to
recognize habitual thinking modes in others can help you bring balance to a
work team. When you know the different thinking modes of team members,
making decisions can be strengthened by including more perspectives.

Just like people, organizations also have habitual thinking patterns or biases.

If an organization has a bias toward the Economic ...

* The bottom line is the purpose.

* Customers are valued over employees.

* The budget is the final decision.
If an organization has a bias toward the Political ...

* It tries o get everyone’s say in decisions.

* There is an overemphasis on policies and procedures.

* There is either information overload or lack of information.
If an organization has a bias toward the Cultural ...

* There is a push to be nice.

* There is little emphasis on accountability.

* There is more love for the company than for the product.

Think about your team’s role in the organization or a »
particular initiative.
* What is the primary dynamic influencing your team’s role
or initiative?
* What led you to your conclusion?
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Abandon Old Assumptions: Adopt New Approaches

In a marketplace that expects customized service
and is full of competition and choice, many of our long-held
assumptions are no longer true.

We all operate with assumptions, something we take for granted and
suppose to be true. The problem is that old assumptions do not change easily.
As one manager put it, “Things don’t change until frictional rub generates
heat.” Today, the “heat” is on old assumptions, and it is time to adopt some
new approaches.

Rethought assumptions can move us into bold new approaches. Let’s
examine six workplace assumptions that are shifting.

Assumption 1
Nothing can happen without tight control on all activities. Close
supervision is necessary to ensure a healthy bottom line.
New Approach
People need unblinking clarity about “why” they do what they do.
Continuing conversations about compelling purpose and core values are now
involving employees at all levels. New structures, processes and mechanisms that
promote innovation, creativity and intrinsic motivation lead to astonishing results.
Our real business is solving problems. “By 1990, the mechanisms to
stimulate progress at 3M had produced more than 60,000 products and more
than 40 separate product divisions. The 15 percent rule is a long-standing
tradition that encourages technical people to spend up to 15 percent of their
time on projects of their own choosing and initiative.™
“The key to the Post-it™ adhesive was in experimenting. If I had
factored it out beforehand,” said Spence Silver, the inventor of the Post-It
note, “I wouldn’t have done the experiment. If I had really seriously cracked
the books and gone through the literature, I would have stopped.” Although
the invention of the Post-it note might have been somewhat accidental, the
creation of the 3M environment that allowed it was anything but an
accident’
Allowing employees time and space to be innovative can boost the
bottom line.
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Assumption 2
Workers are paid to do, not to think.
New Approach
If companies believe that their people are their most important asset, all
organizational structures need to reflect that belief. All employees receive
innovative training that lets them be a creative part of the action.

Disneys Magic Kingdom becomes a magic place not because there is
ixie dust” to make the guests (customers) feel special. Disney University’s
intensive training ensures the cast members (employees) have clear expecta-
tions for their daily tasks. They are trained to be performers who are always
‘on stage” in the theme park. This guarantees a cheerful, helpful, all-smiles,
take-extra-time stance in every situation. The cast members are empowered to
solve problems that the guests bring to them. All training is designed so cast
members will feel like partners with the founder, Walt Disney. They perform
the necessary acts to “make people happy.”

Thinking workers make a difference in the level of service that customers
experience.

Assumption 3
Leadership/management makes all the decisions.
New Approach

Leadership can invite everyone to assume a leadership role, adding his or
her gifts and skills.

Open book management practiced by Springfield Remanufacturing
Corporation (SRC) in Springfield, MO, gets everyone involved in making
and tracking money. Their system gives employees a radically expanded role
in decision-making by providing all the statistics and financial information
to all employees. Open book management involves and motivates employees.
Although it is hard work and you have to keep at it, the organization has
better financial ouscomes as employees experience being challenged by the
markesplace. The responsibility for solving problems and giving customers
great service is everyone’s job.

Leaders at all levels of an organization need a working concept of business
finances, the competitive environment and strategic thinking. The constantly
changing marketplace and increasing customer demands mean that employees
thinking strategically make the difference between success and failure.
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Assumption 4
Narrowly defined markets and products lead to success.
New Approach
“What” we do is seldom static in winning organizations. As long as the
constancy of values and purpose is focused on the process, products and
services can shift with the changing demands of the marketplace.

Motorola struggled in its early years to find which products to manufac-
ture and repair, but stayed constant with its proclaimed purpose of providing
products and services of superior quality at a fair price. “Motorola initially
entered the field of advanced electronics (transistors, semiconductors, integrated
circuits) simply as a natural outgrowth of its small Phoenix laboratory set
up in 1949 to develop a few electronic components for use in the companys
televisions and radios. In 1955, Motorola made a conscious strategic choice
to move into the electronics business in order to sell some of their output to
outside customers.”®

Partnering with employees, customers and stakeholders to continually
reinvent the next niche in the “what” has to be guided by the “why.” The
constancy of purpose — the why — is like the beacon of a lighthouse guiding
an organization away from the shoals.

Assumption 5
The bottom line is profit.
New Approach
The bottom line is creating a committed team of customers, employees
and shareholders. The profits will follow, with the triple bottom line of people,
profits and the planet.

Patagonia made climbing hardware that advocated a more pure, equip-
ment-light approach to the sport. Why? Because popular climbing areas were
being defaced by the constant pounding of pitons, and the overuse of gear
detracted from the real challenge — the climb. Climbers saw that the “lite”
approach was the right thing to do. Climbers weren’t carrying the weight of
the pitons. Plus as one climber said, “You experience the climb as if you were
making the first ascent. When you look at a crack in the rock with no scars,
the esthetic of the climb is preserved.” Patagonia has since taken many such
stands in favor of the environment and the purity of sport, and the company
continues to grow.
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Organizations grow when they pay attention to their values and allow
them to shape operating decisions.

Assumption 6
People only relate to an organization for money and, unless
supervised, will give less than full effort.
New Approach
People’s relationships can surpass a concern for money. They want to be
involved, and they want to make a difference.

Merck & Company elected to develop and give away Mectizan to people
in the developing world who had parasitic worms swarming through body
tissue. This drug cures “river blindness.” For three generations Merck leader-
ship followed ideals stating, “We are workers in industry who are genuinely
inspired by the ideals of advancement of medical science, and of service to
humanity.” When it was clear that Mectizan in the developing world was
not ‘profitable,” rather than pull out of the market to look for profis else-
where, Merck elected to give it away. “Asked why Merck made the Mectizan
decision, Merck’s chief executive pointed out that failure to go forward with
the product could have demoralized Merck scientists — scientists working for a
company that explicitly viewed irself as ‘in the business of preserving and
improving human life.”””

People want to make a difference on a global scale and are willing to share
knowledge to make that difference when there is an opportunity.

* Which of your assumptions need to be challenged?

We need new ways to assess and identify which assump-

tions need to be challenged. When we challenge assumptions, Reflective
arning

we create an opening for change. Thinking from a systems
perspective is the “make or break” of significant change. In
taking into account the whole system in our thinking, we can understand the

complexity of today’s issues and discover more effective approaches for dealing
with them.
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Change Your Screen

Imagine walking into a familiar grocery store. You can picture the location
of products. The milk is on the left aisle, the frozen goods in the center and the
fresh vegetables and fruit are on the right. But as you walk in one day, you
notice that the store has been completely rearranged. To reorient yourself, you
have to redraw your mental image. You have to change your screen.

A screen is a thinking filter that helps you see and understand what is
going on. It is your mental image. It helps you weed out unimportant images
and focus on those that are pertinent. When you want different results, you
need to “change your screen” and look at things in a new way.

* Examine the organization where you work. See if you

can take in the whole picture without filters. Think of as

Reflective
) R . Leaming
the dynamics at work, the interactions and processes. ST

Look at the people as well as the products.

many aspects of the organization as you can, including

The organizational development department of a multidiscipline, global
asset management firm employing more than 3,000 people discovered through
manager surveys and departmental feedback that big-picture thinking skills
were a core competency required of their employees. This competency enabled
managers and their teams to be more effective when analyzing situations,
anticipating implications and implementing successful decisions. They wanted
employees to:

¢ Understand corporate decisions from a big-picture perspective

o Communicate more effectively the implications of those decisions to

their departments and teams

 Make decisions using a “systems thinking” approach

¢ Plan and coordinate change efforts with a greater understanding

of all the dynamics involved

To bring these goals about, a customized curriculum was developed and
employees were trained in skills and tools to:

e Understand the major systems and structural forces at work in the
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organization and how outside forces (economy, competition, technology,
etc.) create pressure to change

* Utilize this learning to interpret how the company had changed over

the last ten years and develop a broader understanding of corporate
decision-making

* Analyze their department, team or a particular situation from a systems

perspective and identify strengths, weaknesses and next steps

* Communicate clearly with employees and involve them in deciding and

implementing change

* Review and plan a comprehensive approach to addressing an immediate

problem or issue the employee is facing

This customized curriculum has been successful since 1996, and three
managers of the asset management firm are currently teaching it four times a
year. Feedback from participants on the benefits of the curriculum includes:

“It gives me a better understanding as to why my department is making

some of the decisions it is in a bear marker.”

“I take a broader approach to making decisions.”

“I'am now able to better identify my role within the organization and more

effectively communicate with management.”

“This provides me with a structure to use when approaching problems.”

“In trying to help my team through difficult times, it’s a great tool for

dealing with change.”

The mental imagery or screen this curriculum is based on is the Dynamics
Screen, which is introduced in the next section. This screen can help you frame
what is needed. It will help you manage from a big-picture perspective to
strategically seed innovative thinking, find entry points for action, challenge
comfort zones and mobilize energy for implementation.

Understand Dynamic Complexity

“It is true that we may take a new road, operate out of a
different self-image, choose another set of filters
to see and respond to life.”
- Basil Sharp®
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Three Basic Dynamics

The dynamics of what we do, why we do it and how we do
it in our teams, departments, organizations and even our families

Facilitative
Approach
shape the future. Dynamics create relationships among the details. They are
always present and exerting influence.

When sales drop, we ask “why?” and discover that deliveries are behind
thirty days. When we ask “why?” again, we discover that the ad campaign

generated a rush of orders and we couldn’t keep up with the increased demand.

Customers became discouraged and canceled their orders. Cause and effect are
often subtly related, yet separate. The effects of decisions and actions over time
are not always obvious. This is called dynamic complexity.

If we don't try to manage these dynamics, they will manage us. The
Dynamics Screen in Figure 4 depicts the three basic dynamics of any organization

The Dynamics Screen

Meaning Giving

Cultural
why

PURPOSE
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or social entity. This model can shift your thinking from a fragmented
approach to a big-picture approach by letting you see patterns of behavior and
relationships among the variables of tasks, processes and purpose.

There are three basic dynamics in any organized entity:

Economic Dynamic: consists of What the organization does. The market
and the customers define the goods and/or services the organization is paid
for — its foundation. Without the Economic Dynamic, there is no political or
cultural realicy.

Political or Social Dynamic: involves How the organization does what
it does. The processes and procedures of doing the task — how the work is
organized and how things are ordered.

Cultural Dynamic: comprises the purpose of the organization — Why it
does what it does. This dynamic gives meaning and direction by injecting
identity, values, knowledge and style into the Economic and Political Dynamics.
This is the least understood dynamic because it has been the least emphasized
in a time when the Economic Dynamic has been central in our thinking.

Peter Drucker states that “a theory of the business has three parts. First,
there are assumptions about the environment of the organization; society
and its structure, the market, the customer and technology. Second, there
are assumptions about the specific mission of the organization. Third,
there are assumptions about the core competencies needed to accomplish the
organization’s mission. The assumptions about environment define what an
organization is paid for (economic dynamics). The assumptions about mission
define what an organization considers to be meaningful results; in other words,
they point to how it envisions itself making a difference in the economy and
in the society at large (cultural dynamics). Finally, the assumptions about core
competencies define where an organization must excel in order to maintain
leadership (political dynamics).™

“What we do,” “why we do it” and “how we do it” is a common way to
express the three primary dynamics. As a result, we often hear, “This is what
needs to get done,” “Here is how we should tackle it” or “This is why we are
doing it.”

We too often think “either/or,” and yet we live and work in a “both/and”
world. The Dynamics Screen can add to our “both/and” thinking by helping us:
* understand what is changing and why — we see the dynamics as well as

the details
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* understand the complexity of change — we recognize interrelationships as

well as more depth in an isolated situation

* make more effective decisions — we gain leverage by thinking comprehen-

sively as well as addressing an immediate problem

One group was using the Dynamics Screen to better understand their
organization. When they first began the exercise, they felt cynical and very
bottom-line oriented. They thought the only purpose of the organization was
to make money. However, as they listened to each other, they began to drop
their cynicism. They realized that the organization was more concerned with
involving people in task forces and teams than they originally thought. As they
recognized how the competitive marketplace was changing things, they got a
new view of their company. The Dynamics Screen enabled them to tell stories
that revealed what was actually happening as they talked through the screen
with others.

“I thought our company was primarily bottom-line oriented,” said one
manager. “But listening to everyone else, I realize we have more values and
heart than I imagined.” The Dynamics Screen had made it easier to look at
their tasks from more than one perspective.

* Are people in your workplace clear about “why”?
* Do things make sense?
* Is your organization employing practical change agents

that will enable it to rebalance the organization? { '}:fa‘.?n‘}"“';

The Dynamics Screen is a big-picture diagram used to
understand the system of dynamics in which we operate. Looking at the
organization through this screen can help us reorganize our thinking for
more effective communication, improved distribution of products and services,
organizational structure and promotion of company values.

Imagine having Level 1 of the Dynamics Screen (Figure 5) on your com-
puter monitor. Imagine clicking on one of the three dynamics — Economic,
Political or Cultural. The click opens the Level 2 triangle and you see more
definition of each dynamic — the foundation, ordering and meaning dynamics
of each dynamic. Repeat the click on Level 2, and each dynamic opens to Level
3 for further definition.
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Opening up a Dynamic for More Definition

meaning

Economic Political
foundaiion . ofdering
Level 1 Level 2 Level 3
The Three Basic Dynamics Definition Dynamics of Further Definition with
the Three Basic Dynamics More Specificity
Figure 5

Continuing to click on each level reveals more specificity at each deeper
level.

To go deeper in the dynamics in the model, examine the Further
Definition — the Three Basic Dynamics in Figures 6a, 6b, and 6¢. The what
(foundation), how (ordering) and why (meaning) of each dynamic is pictured.

Further Definition - Three Basic Dynamics
Level 2

meaning

who we serve
@

Markets
why

Economic

what

what we have

how we produce
to work with 3

Resources Operations
what how
foundation organization

Figure 6a 31
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The resources (what), operations (how) and markets (why) are what make
up the Economic Dynamic (Figure 6a). Resources, the foundation (at the
lower left of the graphic) are whar we work with to provide goods and/or
services. Resources include people, tables, computers, money, employable skills
and so on. Markets, customers, products and services as well as sales strategy
give meaning — the why — to the Economic Dynamic. The how of the
Economic Dynamic — Operations — includes systems designs, quality measure-
ments, specialization in the labor of leadership and employees. The tension
berween what is needed to sustain the enterprise (the resources — what) and
customer needs (markets — why) drives operations (how) to achieve quality
in products and services.

Further Definition ~ Three Basic Dynamics
Level 2

meaning

whois

Involvement
why

Cultural

how we decide

Decisjon-
making
how

Controls

what

A P R

o‘i'ganlzatlon
Figure 6b

foundation

In the Political Dynamic (Figure 6b) the foundation — the whar - is
administrative controls, such as fiscal guidelines, legal codes, monitoring
structures. Controls and regulations are foundational to getting things
organized. Decision-making is the ordering process — the how ~ and includes
consensus process, leadership support, fair judgments, clear expectations and
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regular accountability. The why in the Political Dynamic is involvement, and
includes information access, employee rights, quality work life, fair benefits
and individual liberties. The tension between controls (what) and involvement
of people (why) is what shapes the way decisions (how) are made.

Further Definition - Three Basic Dynamics
Level 2

who weare

Identity
why

Cultural

what

how we act
what we know

Knowledge
what

foundation ~ organization

Figure 6¢

The foundation — the what — of the Cultural Dynamic (Figure 6¢) is
knowledge, including fundamental expertise, innovative methods, technical
competence, shared values and social responsibility. Style, which includes
individual roles, team spirit, continuous learning, team mix and flexible
configurations — how — is the organizing dynamic. Meaning and direction —
why — are in our identity: defined mission, space design, time patterns, unique
language and compelling story. It is in the tension between knowledge (whar)
and an organization’s identity (why) that the need to redefine style (how) is seen.
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Reflect on the dynamics in your workplace.

* Identify the dynamics in your team/department

* Think about what happens when there are changes in
the purpose/mission

* Clarify which dynamics are working together, which are
working against each other

Thinkabouts in Dynamic Complexity oo

1. All the dynamics of an organization are interrelated. a Y
As a result, changes in one dynamic impact the others. | '

2. When the dynamics work together, change efforts work
together and mixed messages are eliminated. | Thinkabout

3.Identity is the key to balance. When you are clear about ~ T
who you are and what your purpose is, there is more clarity about where
to spend your time and energy in the other dynamics.

4. Apply the Dynamics Screen to a familiar organization. Figure 7 is an

example of the dynamics in McDonald’s. It describes some of the ways
the dynamics are acted out in that organization.

The examples in the Dynamics Screen in Figure 7 are some of the ways you
see the dynamics being acted out in McDonald’s. As the emphasis is shifting
from quality, affordable meals to appeal to families with children’s playgrounds
and happy meals, energy and emphasis shift in all the dynamics. Dynamics are
interrelated and shift with changes in customer demands.

Develop a New Field of Vision

The term “learning organization” has become increasingly popular as
organizations and teams seek to discover how people continually learn from
each other on the job. For any organization to become a learning organization
requires developing new capacities and making fundamental shifts from linear
thinking to systems thinking and from detail complexity to dynamic complexity
thinking. The Dynamics Screen gives us a new way of seeing as we analyze why
things are as they are.

As we grow into the full impact of the new economy, a greater balance
between the economic (what we do), political (how we do it) and cultural (why
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Application of Dynamics Screen to McDonald’s

PURPOSE

vision: “best quick service
restaurant experience,”
brand recognition

Identity
who we are

/

team leaders, “catsup in your veins”

experienced management
P e : employees, employee contests

continual training,
Hamburger U.

Cultural

why

Style

how we act

Knowledge
what we know
individual franchise
owners, Ronald
McDonald House,
“be best employer”

appeal to families,
uniformity of product,
“expand brand &

leverage strengths”
Dynamics
Markets Screen Involvement

who we serve who is responsible

Political

how

Economic

what

Decisjon-
making
how we decide

gy

Controls
what we guard

22

Resources
what we have
to work with

Operations
how we produce

)

PROCESS

standard menus, operations manual, standard procedures for owner congress,
store layout, drive-through, all tasks. uniform dress. regional & corporate-
paper products, playground, global training requirements level alliances,

youth & retirees infrastructure expanding leadership

employed,

Happy Meals Figure 7

we do it) perspectives is required to build a complete bottom line. If we are to

prosper, our cultural perspectives must be very strong. In the midst of so much
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change, they are the anchor. The stronger we believe in our purpose and values,
the more we can change what we do and how we do it. Of the three perspec-
tives, the cultural is generally given the least attention. Ye, it is what empowers
people to take responsibility.

Understanding these dynamics has long been a part of human knowledge.
In 350 BCE, Aristotle proposed that when a human being’s basic drive of
self-preservation, which is foundational (economic), is brought together with
the drive for meaning (cultural), it results in the drive for order (political) or
the social aspect of life.

Use the Dynamics Screen to filter customer or worker experience. When
people are not engaged or providing the excellence demanded, apply organiza-
tional dynamics to operate strategically by reading what is really going on.

Figure 8 presents an example of applying the Dynamics Screen to a worker
issue — how one manager thought abour all the dynamics in order to be com-
prehensive as she faced a difficult situation.

By thinking through each of the dynamics in the formation of a new
centralized unit, the manager ensured that all aspects of the situation were
covered. Leaving out any dynamic could have caused prolonged turmoil for
the department assistants. Because of the big-picture thinking of the manager
for the new unit, work progressed smoothly as the team members addressed
the issues in each of the dynamics.

As people experience more of a need to make sense of what is going on
in their workplace, the Cultural Dynamics become more significant. Change
is now the norm. Everything is up for grabs. What we counted on in the past
is not here today. Help people overcome uncertainty by working to energize
purpose, values and ownership. The object is to change the relationship from
me-they to we. As one person put it, “It is the difference between hiring out
as a mercenary and becoming a Marine.”

Tips for balancing the dynamics include the following:

* When the Economic Dynamics are overemphasized, we are expending

too much energy on short-term results, technical capabilities or pricing.

* When the Political Dynamics are overemphasized, we become bureau-

cratic, with too many layers of management control to get decisions made.

* When the Cultural Dynamics are overemphasized, we are probably

discussion bound, endlessly asking “why” and never making a decision.
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AThinking Application of the Dynamics Screen

The Situation: No additional assistant positions could be funded despite an increasing workload.
All departmental assistants would form a new centralized unit to serve departmental administrative
needs. Assistants had previously worked in specific departments. The manager of the new unit used
her understanding of how the organization works to get a big-picture perspective of what she
needed to consider. This was her thinking:

PURPOSE

Department assistants will struggle
with identity, “Are we departmental
assistants or a team of assistants helping
departments?” It will be hard for them
to take responsibility without knowing
who they are.

Identity
) why

Roles will need to be redefined
and restructured. A new spirit
of teamwork is needed.

Cross-training will be
essential so assistants
can work with multiple
departments.

More information has

Knowledge to be shared among

Departments will ask,
“Who is serving us?”
Communicating how
these needs will be met
will be important.

Markets

what

why

Resources
what

»

Economic

what

Operations
how

2

departmental assistants.
Each team member
must be involved in the
change effort.

Involvement
why

Controls
what

Y

Political

how

Decision-
making
how

®

TASK

We are limited to
the number of
assistant positions
we currently have.

Figure 8

With fewer people,
we need to redesign
how we do what we
do so workloads can
be shared.

Budgetary responsibility
for assistants will need to
shift from individual
departments to the newly
created unit.

PROCESS

We need to develop

a system for how to
decide priorities in
requests and customer
demands.
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Thinkabouts for the Dynamics in Your
Team/Organization

Economic Dynamics
¢ What are the different kinds of resources needed?
o What are the internal and/or external client needs and

Thinkabout

services you provide?
* What operating systems, special abilities and measurements do you have?
Political Dynamics
* What policies, procedures, regulations and other controls exist?
* What do people need in order to feel like they are engaged in the task?
* What are some of the ways you make decisions?
Cultural Dynamics
* What values, methods and skills do you use in your work?
* How would other people describe who you are by looking at your work
environment and listening to you talk?
* What best describes your roles, attitudes and behaviors?

Get Out of the How and Into the Why

For most of the past century most decisions — personal, professional and
organizational — were made from an economic perspective. “Who are you?”
usually meant “What job do you hold?” The organizing dynamics were under-
emphasized and the cultural dynamics were virtually ignored. Much of the
anger and frustration in our workplaces comes because people do not under-
stand why we do what we do. We talk about what needs to be done and how
it needs to be done, but we rarely talk about why it needs to be done.
Remember this phrase? “Ours is not to reason why, ours is but to do or die.”
Maybe that sentiment motivated us in the past, but it doesn’t today. If we are
depending on the energies of people rather than machines, we had better focus
on why. Rebalance the dynamics of your organization by emphasizing the why
of the task. Emphasizing why we do what we do will energize people for the
how (action).
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Choices in the way organizations conduct their business are being
challenged by today’s marketplace demands. Figure 9 illustrates three market-
place demands, some of the challenges and choices as well as the key mindset
to create.

Challenges in Today’s Organizations

. . Marketplace . Key Mindset
Dynamic Tension Demand Choices to Create
Economic Tension
ive i ; Challenge the situation.
‘ . Drive u‘t;ovauon What do we need to
i , Do more with less ~Experience being - ”"'I': doing, stop ‘fz;”g’
i "~ overwhelmed eep doing or
differently?
Create balance Recognize the need for
or both bureaucratic
Not either/or but Become highly structures and
both/and bureaucratic participation.
or excessively What is the role each
participatory can play?
Be consistent
Do what we say; or Walk the talk.
say what we do Create mixed Keep what is in sync.
messages and Change what is not.
cross-purposes
Figure 9

The team leader tells the group gathered around the table, “OK, now
that we have this report back, I want you to form teams of three. I want each
team to analyze the report from a communication viewpoint. Make sure your
points are understandable. Are there any questions?” After a brief pause, a
woman speaks up, “Why are we doing this?”
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We need meaning and relevance for our actions. We need to connect what
we are doing to a bigger picture. Why may even touch our emotions and spark
ownership for the task.

People function better and deliver a more appropriate product if the
context is established.

Why provides a rationale so people are motivated to
innovate the “how.”

We all have a “why” for what we do. When “why” isn't provided, we make
it up. A “why” made up may not be appropriate for the given situation.

Think about your own workplace experiences.
* When have you experienced or been aware of a situation where the
“why” was missing?

* What happened as a result?
Align Dynamics So They Work Together

“The main job of managers is to provide employees
with a conceptual framework that helps them make
sense of their own experience.”

- lkujiro Nonaka®

Aligning the dynamics to stamp out mixed messages is crucial for
building internal commitment. A key thinking strategy is to recognize the
interrelationship of the dynamics and to think through how each dynamic
is being emphasized.

The bank teller aligning the dynamics in a needed change is one example.
Changing a bank’s customer service and the role of the tellers illustrates a
thinking process for alignment.

1. Recognize the marketplace/customer forces that are driving the change.

Customers want to walk into the bank and be greeted by tellers
who know the bank’s products and services and can handle customer
questions. The goal is to create an organization of independent
thinkers who take responsibility for meeting customer demands.
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This wasn't new information to this bank. Cross-selling promotions
and customer service training had made some difference. Nevertheless,
when thinking through the nine dynamics (identity, markets, knowl-
edge, style, involvement, controls, decision-making, resources and
operations), the bank’s branch managers realized they were sending
mixed messages. As a result, they developed a more comprehensive
plan for serving their customers.

2. Shape the emphasis in the Identity Dynamic to work with these forces.

The key is to align all the dynamics to help tellers see themselves
as salespeople and decision-makers rather than just transaction
processors.

3. Change the emphasis, as needed, in each of the other eight dynamics so
that mixed messages are stamped out.

The branch managers recognize the need to change the emphasis of
the other eight dynamics to support the message that tellers are also
salespeople.

* Markets Dynamic. Help tellers recognize opportunities to cross-sell
and handle complaints on the spot.

* Knowledge Dynamic: Provide sales training and rethink the current
training. Model operating values to reflect the importance of the
teller’s role.

* Style Dynamic. Create a team spirit between tellers and personal
bankers.

* Involvement Dynamic. Allow access to information about all bank
services, so tellers can responsibly cross-sell.

* Controls Dynamic. Reconsider job descriptions. Examine policies.
Make allowances for mistakes with an emphasis on learning from
them.

* Decision-Making Dynamic. Communicate clear expectations about
decision-making authority. Tellers need to know that their decisions
will be supported (when the decision was obviously thought
through) even if they result in errors.

* Resources Dynamic. Make sure all tellers have the technological
capability to retrieve customer information on-line.

* Operations Dynamic. Change certain benchmarks. For example,
referrals are as important as the number of transactions.
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* From your experience in working with organizations,
departments, teams, people — think about some of the

classic mixed messages that are sent when dynamics are |

: Reflective
not aligned. | ‘Leaming

A manager and two supervisors of a surgery nursing team were requested
by the nursing vice president to “speak with one voice” rather than continue
to give conflicting messages on the unit.

A consultant met with each of them to hear individual views first. Each
expressed a different idea of her role and the purpose of the unit. As a result,
the first task was to clarify these differences and the benefit of working together.

In order to think together about what “speaking with one voice” could look
like, each stated her expectations for the unit. Differences between their approaches
and those of the larger unit became apparent as the exact words of each were
recorded on the white board. They were now able to reflect on the expectation
statements so that both common ideas and differences were recognized.

These commonalities and differences were put on hold while they wove
a picture of where the unit had been and where it was going. A wall of
Post-it ™ notes was created to record past accomplishments, allowing them
to see their own contributions as critical to the success of the unit. Each then
posted six to eight anticipated happenings for the next three months.

Using the wall of accomplishments as the catalyst, each person took time
to think and write down three stories — a funny story, a frustrating story and
a meaningful story. Then, as they listened to each other tell their stories, a
different perspective of their individual roles began to emerge. The funny
stories noticeably picked up the energy in the room, the frustrating stories
created a new empathy and the meaningful stories gave pause as they
reflected on the importance of each one to the team.

The expanded context revealed how their roles complemented rather than
competed with each other. The differences were located in the details, and the
commonalities were part of the bigger picture. Relief and appreciation began
to flow and a new sense of expectations for the unit began to emerge. They
collaborated on creating a symbol for the unit of their combined leadership.
First they worked individually on some elements for the symbol and then they
combined the elements. Afier two to three redrawing exercises, one volun-
teered to put the result on paper to be hung in each of their offices.
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Meeting several weeks later, they talked about how the symbol gave them
a different way to relate to the rest of the unit. They experienced being a
team ‘speaking with a common voice.”

The Dynamics Screen helped the nurses reflect on identity, values and
roles in a nonthreatening, often funny, way. Capturing that experience in a
visual symbol for each of their offices gave them a new identity and became a
daily reminder of their decision to “speak with one voice.” Thus a more coop-
erative, unified tone and style emerged, reinforcing the unity of the unit. In
using their energy to focus on identity, values and roles, these three nursing
unit leaders leveraged their energy for maximum benefit to the unit.

* Take a few minutes to think about how the Dynamics
Screen can help you operate strategically.

Understanding these dynamics and comprehending their '{‘.’,'.f.‘?.‘,‘.‘,',‘{,"

interrelationships allows us to use our energy with the most
leverage. As Peter Senge" discusses in The Fifth Discipline, “The real leverage in
most management situations lies in understanding dynamic complexity, not
detail complexity.”

The Dynamic Screen is a tool for:

* understanding dynamic complexity

* locating points of leverage to effectively implement strategic action

* managing the context

Use Leverage to Mobilize Strategic Action

“When we give up myopic attention to details and stand far enough
away to observe the movement of the total system, we develop a new
appreciation for what is required to manage a complex system.”
—Margaret Wheatley*

Focus on Nine Points of Leverage

After you have taken into account all the dynamics, how can your actions
be more strategic, more focused? That is, how can you best allocate time, energy
and resources?
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2. What is the common mission that
unites and gives meaning?

Leverage Points

4. How does our use of space, time and
relationship patterns indicate what is
important to the organization?

shape work
/ environment
6. How are groupings and

Cultural mlmse configurations p{omn}ing
Hiv an ownership attitude?
WhY spirit @

5. How are values
shaping what we do?

communicate
benefit

7. How do the methods
we use reflect our
mission and values?

iy § Knowledge /
I. How are we discerning
what is needed to sustain de =
5 5 : develo iversify utilize ) g s chari
service and ensure equitable ei‘%‘:ﬂ‘.!e in i d“i‘{ﬁlf! flexible 3 HQ\\ are we sharing
delivery? i s ! = configurations information and

using insights of
individual people?

The

8. How are we

.
Dynamlcs effectively
clarifying
) screen and modeling
determing decide provide T expectations?
products & d“‘]‘“"f." apinrﬂpria_lc ‘1.1‘ !"4"1- pects
services strategies compensation participation
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ineerate\,  Economic unify . Political
v i meet lega
capability what “;',2?;,},’;“ m|uiremegcnls how
Resources Operations Decision-
Making
provide employ define allocate establish design ‘determing hold
basic needed core specialized financial monitoring appropriate’ f "!“". 50
assets skills processes abilities guidelines structures CONSENss. accountability

9. How are we ensuring that
decision-making takes place
at the appropriate level?

Figure 10
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This is where leverage comes in. Using leverage means placing the most
emphasis and energy to get maximum strategic advantage from your actions.

Experience with client organizations has shown us that certain dynamics
in an organization provide more leverage than others. The nine points where
leverage is most likely are shaded in Figure 10. Think through the questions
as you reflect on your own team/organization. The leverage dynamics are
numbered in order of importance.

The leverage point in the Economic Dynamic, identifying customer needs,
drives everything in today’s competitive marketplace. The five leverage points
in the Cultural Dynamic are clarifying purpose, shaping the work environ-
ment, creating shared values, releasing team spirit and developing innovative
methods. These dynamics are critical in creating an atmosphere of buy-in,
synchronizing time and space with the purpose and ensuring the importance
of people as a guiding principle for the organization. In today’s workplace,
team spirit is essential. Finally, the three leverage points in the Political
Dynamic are ensuring information access, articulating clear expectations and
determining appropriate consensus.

Since the greatest emphasis during the last three or four decades has been
in the Economic Dynamics, it is not surprising that the greatest leverage today
is in the Cultural Dynamics in order to rebalance thinking in an organization.
Six of the nine leverage points are in the top third of their triangle — the why of
that dynamic. Mobilizing energy around these dynamics will give the greatest
impact.

You get the most results from your efforts (most effective leverage) when you:

1. Identify customer needs to understand the demands of today’s market-
place.

2. Clarify common purpose to understand who you are and why you are
involved in the organization. When the purpose changes, all the other
dynamics must be realigned with the new purpose.

3. Make certain there is meaningful information access so people can be
involved and engaged — significant engagement. The key is learning how
to quickly extract meaning from data and information.

4. Reshape the work environment so the use of time, space and relation-
ships supports the common purpose.

5. Create shared values that highlight what is important in the operating
values. Operating values are changing:
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from to
“We have a job to do.” “Let’s do what is needed.”
“No one tells us anything.” “Who are we serving?”
“What are we doing?” “What is our responsibility?”
“We can’t try this.” “What would happen if?”

6. Release a team spirit that mobilizes energy and commitment with an
entrepreneurial attitude.

7. Develop innovative methods to grow knowledge. Encourage and train
people in leading facilitative conversations that solve problems, clarify
issues, change work patterns and create new ideas.

8. Articulate clear expectations to empower people to act like owners and
get things done. Model expectations consistently.

9. Provide support for appropriate consensus decision-making,

Finding the places of greatest leverage and prioritizing becomes the
guide for moving strategically when managing change.

When change turns into a struggle, look at these leverage points to find
what is needed. To assess where to get leverage in your organization, first deter-
mine what you think. Test out your thinking by talking with your coworkers,
people in other departments and with customers to check out your perspective
on what is needed.

(The Appendix includes the history of the Dynamics Screen, plus a copy
of the Dynamics Screen for you to copy and use in your work. Also included
are Economic, Political and Cultural Dynamic triangles with further definition
at Level Four, plus a blank triangle for use as you think about the dynamics in
your workplace.)

Align Everything with Serving the Customer

Maximize Leverage

The key in maximizing leverage is for everyone to know
how he or she is serving the customer — the internal customers
as well as the ultimate consumer. In an information economy, | yow-to Action

the manager removes the roadblocks and lets employees be in
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control of the way they do their job. “Ah, but they can’t handle all that respon-
sibility,” says the industrial-based manager. “They can handle it,” says the
information-based manager, “just look at what they do outside the workplace:

* hold a long-term view (e.g., mortgages, college funds)

* handle complex trade-offs (e.g., take a vacation vs. buy a car)

* self-manage situations (e.g., two working adults)

* develop budgets (e.g., better than Congress)
deal with vendors and customers (e.g., every time they shop)

* manage projects (e.g., typical weekend work).”

When trying to maximize leverage, first observe what people care about,
talk about and do. Then share information about customers, products, finances
and competition to deepen awareness and build self-confidence and empower-
ment to sustain solutions over time in order to serve customers and represent

L]

the organization.

To find out where to focus your customer service efforts, assess, analyze
and act on each of the leverage dynamics. The key is to assess where to put
emphasis to make the most impact with your efforts. Below is an illustration of
how to mobilize energy with leverage.

Strategically Mobilize Energy Using the Three “A” Steps
1. Assess what is going on (define the situation)
2. Analyze the information (as it pertains to the desired impact or change)
3. Act — decide which leverage points to address and in what order to
realign the dynamics
Use these three steps as you work with each of the leverage dynamics.
¢ Customer Needs
1. Assess: What are the customers’ needs? Are we responding to those needs?
2. Analyze: Is our position clear to the customer? If so, continue listening to
customers in order to sustain effective responses. Does our brand stand
out in the customer’s mind as a product to meet his needs?
3. Act: If our position is not clear:
* Develop our brand, image
* Seed our reputation
* Sharpen our expertise
* Pay attention to what customers are saying
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¢ Common Purpose

1. Assess: What is the primary operating image or purpose as perceived by
our employees and the public?

2. Analyze: Is this well balanced with what is needed? If so, continue to
clarify and communicate the purpose.

3.Act: If not, change the image, redefine the purpose:

¢ Clarify customer needs with more detailed assessment
o Gather market data about what is needed — benchmark
* Focus on the purpose in all efforts
* Clarify expectations and accountability
¢ Significant Engagement
1. Assess: What or how much do employees know about
what is going on?

2. Analyze: Do employees feel that they are “in the loop™? If so, continue
the communication avenues that are working well and be alert for new
avenues.

3. Act: If not, mobilize employees for meaningful engagement:

* Help employees get the information they need
* Ask for individual insights
° Delineate what and why and empower employees to decide how
* Set priorities
¢ Work Environment
1. Assess: What does the organization’s use of time, space and working
relationships say?
2. Analyze: Does this align with the common purpose? If so, continue the
effective use of time, space and relationships and stay alert for changes
that better enable the purpose.
3. Act: If not, realign:
* Reprioritize time based on the strategically important issues
rather than the urgent
* Redesign space for logical work flow
* Network people who need to work together
* Provide opportunities for reflective dialogue
¢ Shared Values
1. Assess: What do “we” consider important?
2. Analyze: Do these operating values support the common purpose?
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If so, continue to communicate these values in written and spoken
communication.
3. Act: If not, reshape operating values:
* Provide new data
* Continually ask, “What is important?”
* Challenge assumptions that support the values
* Put people in situations where they can experience
different operating values
* Team Spirit

1. Assess: What are the formal and informal ways people interrelate?

2. Analyze: Do we have the flexibility, respect and trust we need? If so,
continue to encourage these ways of interrelating.

3. Act: If not, encourage new ways of interrelating:

* Find common tasks that require working across departments
* Put people in cross-relationships
* Use flexible assignments
* Provide supportive structures
* Innovative Methods

1. Assess: What are the processes and methods we use?

2. Analyze: Are they helping us do what needs to be done the best way
possible? If so, continue to incorporate these processes and methods
into all new and continuing projects.

3. Act: If not, create new innovative processes for accomplishing tasks,
meeting goals/objectives:

* Develop pilot projects using experimental procedures
* Use think tanks to brainstorm
* Apply process improvement analysis techniques
* Change the way you conduct meetings
* Clear Expectations
1. Assess: What are employees’ expectations?

2. Analyze: Are expectations aligned with the common purpose? If so,
continue to be clear about expectations in all communication avenues.

3. Act: If not, work to make things more clear:

* Model what is expected of employees
* Create accountability structures
* Support people at critical times with clear expectations
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» Appropriate Consensus

1. Assess: What are the modes of decision-making?

2. Analyze: Do decision-making modes match the level of engagement
required by the situation? If so, continue these levels of engagement in
decision-making.

3. Act: If not, clarify appropriate decision-making modes/models:

¢ Demonstrate what consensus is and is not; consensus is about
moving together (See Ignite Action, page 154).

¢ Clarify the appropriate decision-making mode for the current
situation (some decisions need to come down from above, some
decisions just require input while yet others need to involve
more people)

* Involve the people impacted by the decision in the decision-
making (perhaps not everyone in every meeting, but a representa-
tive, rotating cross-section); devise a way to keep people updated

* Keep a balance between too little and too much involvement

To effectively manage change using the leverage points, step back and
think about your assessment and analysis of the leverage points. There is no
one right answer. The what and why in a given situation shape how something
is done. For instance, when the purpose becomes clear (not what is talked
about), decisions are made about how to reflect the purpose in the working
environment. The values we hold — what we consider important — shape the
kinds of methods used with a particular group of people. Working with lever-
age dynamics ensures strategic action. Working with a leverage dynamic that
impacts several others maximizes strategic impact. When a focus on shared
values includes a desire to meet customers’ needs, people pull together with
a new sense of common purpose and experience a need to create innovative
methods to meet these needs.

When the board and staff of a facility for the homeless examined their
vision and values, they decided two key values were (a) the dignity of each
person and (b) support systems to help individuals improve their situations.
This led to a new sense of common purpose to deepen current programs and
explore new service responses. They created innovative methods to redesign the
two-week transitional living period into a healing period and new community-
based permanent housing.
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Shifts in the workplace today are being driven by
marketplace forces of:

* expanding customer choice

.. ] R v
* global competition | Lifa‘ﬁnc{nge

* constant change

Consumers are driving these forces. Consequently, it is important to know
as much about the customer and the competition as possible.

Involve others in completing the following assessment exercise. Use it
several times. It will become a measure of progress in how customer satisfaction
and dissatisfaction is perceived.

1. Who are our customers? (internal and external)

2. What are our customers’ expectations? What delights them?
3. What products/services do we provide to our customers?

4. What is your role in providing products/services?

5. Who is our competition?

6. What does our competition do well?

7. What is our strength? What do we do well?

8. What will it take to stay ahead of the competition?

9. What role do we each need to play in this?

“Problems and proposed solutions are
often like icebergs: What is visible at first glance often
turns out to be only a small portion.”
- Gerald Nadler®

Do What Matters

Clarity of purpose helps us understand who we are and why we are
involved in an organization. As mentioned, when the purpose shifts, all the
other dynamics are called into question.

A hospital dietary team was having trouble delivering hot meal trays to
remote sites. After struggling for several months to keep the food warm, the
question of their purpose (who they are and what they do) was raised. The
team stated they were responsible for the ‘dine-in food service.” Immediately
the problem became clear. “We are trying to use a dine-in system to do carry-out
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food. Our purpose is both dine-in and carry-out.” Once they recognized this
change of purpose, they were able to realign what they were doing and were
subsequently able to do their job more effectively.

Think about this dietary team as they realized their purpose was to be
both “dine-in” and “carry-out.” At the moment of that insight, the big picture
changed. Their expertise needed to grow, roles had to change, new operating
systems were required, and so on. The new purpose demanded a review of
every existing structure and relationship to create the match between what they
thought they were doing and what needed to be done.

Another team in an established organization felt increased pressure to
reduce costs and increase quality of service. In spite of meetings and brain-
storming sessions, all ideas seemed to fall flat. As a result, team members felt
powerless and overwhelmed.

The team finally used the Dynamic Screen to help them articulate what
they wanted (their vision) and to assess the challenges to getting there. The
Dynamics Screen guided their thinking by defining ways to increase quality
of service while reducing costs.

Using the screen helped them structure their conversations. Specifically,
(a) they each expressed concerns and ideas, and (b) they reviewed the team’s
identity and made sure to align goals, tasks and projects with thar identiry.
First they asked questions about their vision (what they wanted) in each of the
dynamics. After there was clarity about their vision, they asked questions about
the challenges they faced in each dynamic. This allowed more comprehensive
choices to be made.

* Think about an area where you need to do what matters.
This might include a project or initiative you are imple-
menting, working with your team, the department you |

are in, and so on. If working on a leverage dynamic that | g aeree
Learning

=

impacts several others maximizes strategic impact, where

do you need to focus your energy and why?
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Manage the Context

“The significant problems we face
cannot be solved at the same level we were
at when we created them.”
—Albert Einstein

Change is coming at Stuart faster than he can assimilate it. A unit
manager, his team is pushing his frustration level higher and higher. Some
people are constantly tardy, others are repeatedly late for work. Stuart thinks
that tighter policy controls are the only answer.

At lunch one day, Stuart sees Denzel sitting at a table by himself:
Remembering that Denzel once said, “I'm going to guide change, not fight
it,” Stuart wants to know how that idea is working for him and goes over to
sit down across from him. “Help,” Stuart starts. Denzel raises his eyebrows.
“What's wrong?” “I've lost control,” Stuart explains, picking up bis fork.

“I don’t know how to handle my team.”

Denzel nods sympathetically. “I felt that way before I went to that
conference last month. I was about to tear out my hair” — Denzel pats bis
bald head. “That conférence let me look at my team in a new way.” Denzel
then proceeds to explain the facilitative outlook he gained from the training:

* Assume that the people on your team are creative, thinking people.

* Look for their strengths and challenges.

* Create and communicate a vision.

* Discover the organization’s core values.

* Forge a new sense of interdependence.

o Ask questions and listen for insights in every situation to guide and

help people make sense of what is going on.

Denzel wraps up his newly learned insights as follows, “If we are going to
find the leverage in every situation, we have to give up the overseer’ job. This
means managing the context people work in differently. We need to serve the
people we used to boss. We have to support what they need so they can be
more responsive to customers. We use our expertise to facilitate their work.

We use our time to eliminate the barriers and bottlenecks that affect the job
to be done.”
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Here are some of the techniques Denzel is using to leverage his team
and their knowledge. To ensure economic survival he encourages the team
to pay attention to the market dynamics by incorporating a vibrant customer
consciousness. In every task he asks:

“What are we doing to find out our customers’ (internal and
external) expectations?”
“What are we doing to meet these expectations?”

To strengthen the Cultural Dynamics of the team and the overall organization,
he is emphasizing identity, style and knowledge by asking questions and listen-
ing for insights in every situation to guide and help people make sense of what
is going on:

“What is the compelling story of who we are and what we do?”

“How are we communicating the benefits of being who we are?”

“What elements in our working space and our relationships give us a
clear sense of what we are about?”

“What does each of us think is important that reflects the shared
values we hold?”

“How does the way we work together build a spirit of ownership?”

“What innovative methods are you using that are helpful and why?”

Focus on the Political Dynamic will build new levels of involvement and
decision-making. Denzel is asking questions and listening for (i.e., paying
attention to) what is going on in order to honor and defend people’s work:

“How are we making sure that people have the information they
need to be most effective?”

“How are we clarifying expectations?”

“What decisions are pushing power to the frontline and how are we
doing thar?”

In order to have a “doing the work responsibly” team, he thinks about the
leverage points in every situation. He remembers to strategically mobilize ener-
gy using the three “A” steps (see pages 47-50).

Do you know your way around so that team members are connecting with
each other, the task and the purpose?

If connections are still missing, you will see and hear:

* hall meetings that are separate and exclusive
* people staying in their cubby holes
* continued tardiness and absences
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* defensive comments
* nonproductive silences
* finger-pointing and blame
If connections are being made, you will see and hear:
* participation and engagement
* people being quicker to respond
* conversations carrying the task forward
* sharing of information
* accepting responsibility
* contribution from many group members, not just from one
The complexity of today’s changes can defeat even what we consider our
best solutions. “Everything seems to be connected to everything else” is a
common way people refer to this complexity. The challenge? We have to
upgrade our problem-solving thinking,

Complex change requires that we keep both the big picture
and the details in mind when we think through problems,
issues, strategies and tasks.

Summary

Understand your organization as a system of dynamic relationships and
then take its pulse using these dynamics. Today’s marketplace with extensive
customer choice, vast competition and constant change is shifting the way we
respond to these dynamics, calling for comprehensive systemic thinking.

Learn how to hold the relationship between the detailed task and the big
picture. When thinking is done with consistency and intent using the system’s
dynamics, you are able to choose the action that is critical to the organization
and create the necessary commitment to get things done.

As you come to understand the dynamic complexity in your team and
organization, you will discover where to focus your energy. This in turn brings
new intentionality and strategy to your efforts. Concentrate on the dynamics
that give the most leverage and lead to action. Learn how to strategically seed
thinking, find entry points, challenge comfort zones and energize momentum.
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“Not Another Meeting”

Meetings, meetings, meetings! No one wants one more meeting.

Have you ever:

* sat through part of a meeting wondering, “What are we trying to

accomplish here?”

* participarted in a discussion that changed subjects in the middle?

* ended up frustrated by an interaction that wandered aimlessly from

topic to topic?

* experienced heading down one path then later realizing that things had

somehow shifted to a new direction?

We have all sat through endless meetings. Yet even with so many meetings,
we can still experience inadequate information, false assumptions and decisions
made and not shared. We are often blindsided when a meeting has not been
thought through in advance.

Meeting Nightmares

Battle of Opinions
Sam, the lead person, starts the meeting. “I hope each of you has taken
the opportunity to review the proposal on flex time since this is an issue near
and dear to us all. Time is of the essence, so lets get right down to it.”
A familiar scenario is now unleashed. A battle of opinions begins — Sue
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says she sees the need for further research into the impact of flex time on the
customer. Roberto urges the group to get more input from employees. Shawn
doesn’t want to offer flex time to her staff.

Afier forty minutes of diverse opinions, Sam finally stands up, puts his
palms flat on the table and says, “It is obvious that we have a variety of opin-
ions. I was hoping that we could reach consensus today but that doesn’t seem
possible. Let's put this aside for now so we have more time to think on this.”

Sam leaves the meeting frustrated and unsure about how to end the
battle of opinions. He knows the next meeting will result in the same process
all over again with the same result: inaction.

Off-Track Discussions

Contractor accountability is the top item on the agenda as the manager,
Sara, begins the meeting. She intends to focus on particular problems experi-
enced lately with the contractors, but the discussion wanders off and soon
they are talking about how the teams are operating. Suddenly they are
immersed in team politics, trying to describe the whole elephant instead
of solving the small problem Sara first raised.

This meeting is going nowhere except off track with lengthy discussion.
Sara decides to assign some homework in hopes the next meeting can accom-
plish something. “What we need is some specific information on what the
contractors actually should be doing. Will you each bring to the next meeting
a list of particular needs in your area that you want to contract out.”

Information Dump

The ABC Team was formed three months ago, but it is becoming clear
that the regularly scheduled weekly meetings have gotten into a rut. Rather
than purposeful meetings, nothing is planned. A ‘talking at” mode of informa-
tion dump has turned the meetings into a routine that isn't engaging anyone.

Marie decides to speak up, “Since weekly meetings are expected of us, let’s
have a different format each time. We could brainstorm an issue; do problem
solving; have a decision-making meeting; even an information meeting. We
could have a storytelling meeting about our accomplishments. That would
work if we take time to reflect on what we've learned.” Relieved that some-
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body has new ideas, ABC team members agree to try this idea. They create a
Slexible schedule and each person chooses which type of meeting he or she

wants to lead.

Start Where People Are

Five department teams are required to attend a two-day training class
on team building. The trainers are caught up in their “really good plan” and
don’t notice until mid-day that one team is struggling — team members are
sitting still but quietly sabotaging the process with their comments. By the
end of the day the facilitators realize they can'’t get the team engaged. Upon
reflection they realize that they have forgotten the cardinal rule of “start where
people are.” The non-engaged team has spent the morning using a lot of
energy blaming each other and recriminating about real and perceived hurts.

The facilitators try a different approach the second day. One facilitator
works with the disengaged team. She focuses questions on the team’s work
and relationships and listens carefully as the team shares their diverse perspec-
tives. As each team member is heard and affirmed, the atmosphere shifis from
sniping conversations to sharing information. Team members discover they
are able 1o work together in new ways.

Good meetings, helpful conversations and other effective interactions don’t
just happen. When the manager defines what needs to be done and why, there
has been a lot of input from employees. Together the manager and team dis-
cover ways to best implement the goals.

Watch for the red flags that tell you there is no focus in a meeting:

* Wandering comments — the “why?” question asked over and over

* Unconnected thinking — a key image is missing

* No listening to each other — people are pushing for just their own agenda

Don’t be out of date and out of touch in the interactions that take place
daily. The starting point for not getting caught off guard is thorough prepara-
tion. Be strategic in thinking ahead about what needs to happen. Orchestrate
interactions on behalf of the people involved and the task at hand with strategic
prethinking to build on where people are in their thinking and design methods
that enable people to think together.
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Strengthen Strategic Prethinking

“Either you spend energy creating what you want,
or you spend energy coping with what you have.”
- Anonymous

Change Your Reference Point

When you decide you need new ways of asking questions and relating to
people so they can assume more responsibility, you increase the need to plan
how the meeting will go, including a flow of diverse ideas, a dialogue to
increase understanding and a method for arriving at the intended outcome.

Most meetings don't work because no one is being facilitative and making
them work. Think in advance about what needs to happen to maximize the use
of time. Behind every effective interaction is strategic prethinking and inten-
tional scripting. Depending on the complexity of the meeting, this process can
take from a few minutes to several hours and may need lots of interfacing
with those involved. We will take a look at the components of the process for
prethinking below.

Before orchestrating meetings or other interactions, decide how best you
can be facilitative and ease the process for the group. In the following story
(author unknown) a carpenter uses a symbol to remind him of his choice to
ease things for his family.

I hired a carpenter to help me restore an old farmhouse. A flat tire made
him lose an hour of work, his electric saw quit, and when he was ready to quit
[for the day his ancient pickup truck refused to start. It was a rough first day
on the job.

While I drove him home, the carpenter sat in stony silence. When we got
there, he invited me in to meet his family. As we walked toward the front door,
be paused briefly at a small tree, touching the tips of the branches with both
hand.

When he opened the door, he underwent an amazing transformation.

His lined face was all smiles as he hugged bis two small children and gave
his wife a kiss.
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As he walked me back out to my car, we passed the tree again and my
curiosity got the better of me. I asked him about what I had seen him do earlier.

“Ob, that’s my trouble tree,” he replied. “I know I can’t help having troubles
on the job, but one thing’s for sure, troubles don’ belong in the house with my
wife and the children. So I just hang them up on the tree every night when I
come home. Then in the morning I pick them up again.”

“Funny thing is,” he smiled, “when I come out in the morning to pick ‘em
up, there aren't nearly as many as I remember hanging up the night before.”

When you decide to be facilitative, hang your personal troubles
on the doorknob before you enter a room to work with others.

Thinkabouts
* Find out where people are ... and begin the journey
with them from there.
* Facilitate shared ownership for the interaction and

its outcome.

* When in doubrt, ask the group what is needed.

Prepare the Orchestration

The goal of strategic prethinking is to orchestrate an
effective gathering that energizes participants and encourages

Facilitative
them to contribute their best. It can turn the “dull” into an Approach

invigorating happening. Orchestration focuses our expecta-
tions for the group and shapes the environment, style and mode to reinforce
those expectations.

An important aspect of strategic prethinking is to intentionally shift the
focus from the leader’s expectations and objectives to the group’s expectations
and objectives. The Prethinking Guidelines in Figure 1 (page 62) suggest
actions that can help you shift your focus from an “I” focus to a “we” facilita-
tive strategic approach.

Orchestrating interactions can be strategic and facilitative or it can be
manipulative and directive. Be aware of your own intentions; people will
be able to tell the difference. Involve others in the facilitative and strategic
prethinking,
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Prethinking Guidelines

Shift What to do
From " To i
I . WE Action
: Facilitative Strategic Approach
' How cnn 1 achleve the Ask, “How can WE achieve Talk with enough people until
outcome? the outcome?” you see how to achieve the
outcome.
(Gather data)
Ibuild the agenda and we . Describe a way/scenario Share and check out your
are ready to'go. : for others to see. picture and scenario with
others.
I precent information, Give people'lhe oppt_)rtunit}_' Get out hopes and dreams,
ask if everyone undersumds . to make the information their name the roadblocks, focus
- and then move on. - : own. Ask the group what is the reflections, and get things
possible. on the table.
A | assngn the tasks to the large Think about how to configure Strategically chunk the
. group or send a small group people most effectively. information and reflect after
off to work: on specific each chunk.
aspects,
I wnll plan some fun Make the task fun. Use the dynamics of small
activity, - . group/large group to enhance
i participation, generate ideas
and move more quickly.
I will use whatever space is If necessary, rearrange the_ Get information on the space
available and use it “asiis.” | space guided by the scenario. in advance. Arrive early
Gl w e enough so you can
reconfigure as needed.
Iwill list the things we have Remember that people will Make a case for what it will
to do and the amount of make time for what they see take to do it together — and
time we have. as important. then let the group decide
. priorities and action plan.

Figure 1

Strategic Assessment
Every interaction has an outcome. Sometimes the outcome is assigned, as

when the boss says, “Here is the result we need from the meeting next week.”
At other times you decide the outcome, as when, “The next meeting with my
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team needs to result in a strong commitment to finish the budgert process.” In
either case the interaction requires strategic prethinking to ensure the outcome
is achieved. That requires two major steps: (a) review the relevant data to
assess how realistic the outcome is and (b) project how the outcome will be
accomplished.

Step 1. Is the Desired Outcome Realistic and Relevant?
* Realistic:
— What is the history of the outcome? Is this the right time
to take this on?
— What authority does this outcome require to be successful?
Do you have the necessary authority?
— Who are the critical people who need to be involved
(and are they involved)?
— What is the timeframe for achieving this?
— What kind of commitment is needed? Can you get it?
* Relevant:
— What is going on now as it relates to the desired outcome?
— What support is there for this outcome?
— Where is this outcome in the organization’s priority list?
— What is the connection between the desired outcome and
the critical activity of the organization?
If the outcome is realistic, it is time to move to the second step. If it isn’,
ask yourself and others what would make it realistic and act accordingly, or
forget the whole idea.

Step 2. How Can We Accomplish This Qutcome?
Once you determine that the outcome is indeed realistic, it is time to put
the pieces together to guarantee success.
* What are the biggest challenges to achieving the outcome?
~ What has your assessment told you about available support,
personnel needs, technical needs?

— What are the biggest blocks (mindset, values, beliefs)?
— What advantages do you have to overcome these blocks?
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* Where is this outcome in the organization’s priority list?

— Is this an informed assumption? (check your assumptions
with others)

— Is the timing right to attemp this outcome?

— Do you need to spend more time convincing influential people
of the importance of the project?

— Are other initiatives going on that might overshadow this effore?

* What authority will help the outcome be successful?

— Be careful not to miscalculate here; check your estimate
with others.

— Did you describe the outcome in enough detail so decision-makers
realize the potential impact on time, money and relationships?
How do you know?

— What support of the decision-makers do you have? Are resources,
people and time allocated?

— Are decision-makers talking with their peers about the outcome?
What do they say?

* Which critical people need to be involved?

— Make a list of people and why they are important to the outcome.
Share this list with at least three others to get their input. If there
are questions, get more input.

— Make sure you have thought of all pertinent areas in projecting
what it will take to meet the outcome.

— Guard against making the outcome too big. Be mindful of what
can be done in the given amount of time. You might need several
meetings to accomplish what you hope to achieve.

* Reflect on upcoming situations to enhance your preparation.

— Gather information about the situation. Determine any external
factors that may influence the situation (celebrations, tragedies,
stock market, rain, tax day, etc.).

— What internal factors may influence the situation (who has
previous experiences with the topic, the computers are down,

a new person is coming on board, etc.)?
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Design an Intentional Script

Decide the Intent
Having assessed how realistic the outcome is and projected how the out-
come will be accomplished, prepare so people can think and take action
together.
First, decide your intent for the meeting. That is your point of reference
and helps you keep on track. Think about two sets of criteria:
1. What do people need to KNOW in order to accomplish the desired
outcome?
Ask yourself and others questions like:
“What information is needed in advance and during the
meeting/interaction?”
“What does this group need to think through together to reach the
desired outcome?”
“What knowledge or insights need to be shared or uncovered?”
“What do people already know that needs to be drawn out?”
2. What do people need to EXPERIENCE in order to accomplish the
desired outcome?
Ask yourself and others questions like:
“What is the shared emotion or experience we want people to have?”
“How will people relate to each other differently as a result of this?”
“How do we hope this alters people’s thinking about this topic?”
If this is a large meeting or event, ask some of the participants what they
expect to know and experience. Guard against making your intent too broad
and tailor your intent to the people involved.

Thinkabouts ... Examples of Possible Intents
To achieve the outcome, people need to KNOW:
* A common set of data and information
* Steps already taken
* Why they are being asked to participate

Thinkabout

* Why a decision was made in the organization and needs
to be discussed
* What has/has not worked before
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To achieve the outcome, people need to EXPERIENCE:
* Possibility and vision

* A spirit of teamwork

* Being heard and understood

* A sense that this meeting is important

* That their participation makes a difference

* A sense of excitement

Think through the group dynamics:
* Will people know each other or need time to

i
i
< 7’) i
‘warm up”? ;
* What levels of reporting relationships will be represented :

. N | Reflective
in the room? 1 Leamning

* How many organizational levels will be represented in
the room?
¢ Is this a risky topic for people?

Create the Context

As a manager, Michael has been thinking about the beginning of a new
project for several days. When the group has its first meeting to discuss the
project, Michael wonders why the team isn’t as excited about the project as he
is. Then he realizes that the others haven't been able to think about it in
advance. They need a way (a context) to catch up and catch the excitement.

The “context” is what you say at the beginning of any interaction
to help people focus their attention.

A context sets the stage and the tone to provide the starting place and
direction for people’s thinking.

Without a context, data wander randomly in people’s brains, causing a
slow start and sometimes blocking momentum. The context reflects the
outcome and intent you already have in your mind. In addition to making it
clear at the outset, be prepared to restate the context in the middle as needed
to refocus the interaction.
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The context helps everyone start together and stay together. Examples of
the roles contexr plays include:

* To answer the question “why”

* To set the stage
To broaden perspectives
* To recap the situation
* To share background information
* To “reframe” the topic or issue
* To encourage new action
To relate this meeting to other activities if needed.

If you are sitting through a meeting wondering, “What are we trying to
accomplish here?” it probably means that the context is missing.

Craft a context to trigger thinking. Include pertinent background informa-
tion to help people share the same view. For example:

“We are being called on to take on roles outside of traditional job
descriptions. As you know, our entire organization is rethinking the way it
operates. It may help if we talked about these changes. We can examine the
impact these changes have had and will continue to have on our roles. Are
you willing to participate?”

Set the context at the beginning of any interaction to help people under-
stand why they need to think together.
An effective context:
1. Describes the situation
2. Clarifies the outcome
3. States why this subject is important
4. Suggests a way to proceed
5. Asks for consensus to move together

An example interaction with outcome, intent and context is described below.

The overall outcome is to make the transition to a new computer system as
seamless as possible for both the customer and the team.

The outcome for the next meeting is to identify and discuss the key changes
and to minimize their impact.
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The next meeting’s intent:
* What the team needs to know is that change is affecting everyone.
Also, they need to know the specific computer changes identified
so far.
* What they need to experience is that we are all in this together, we
are learning together and we can handle this.
An effective context for this interaction is illustrated in Figure 2.

Setting the Context

Elements Example

: B “As you are all aware, the new computer
1. Describe the situation. system is all the buzz. Certainly, it is not
. new for any of us to experience change. In
o fact, our entire organization has been
; rethinking the way it operates now that the
new computer system is on its way.”

“I thought it would be helpful if we talked
through the changes we are aware of, so

we can examine the impact they may have
and will continue to have on what we do.”

2. Clarify the outcome.

“By looking at this together, I hope we
can learn from each other how to make
this transition as seamless as possible.”

3. State why it is important.

4. SuggeSt a way to proceed. “I thought we could brainstorm the changes
and then list the impact of each. Then we can
look for ways to make these changes less
traumatic for our customers and for us.”

5. Ask for consensus to “Are there any questions about what we are
move together doing? Can you make the commitment of
time and energy to think about this.”

z
Figure 2

Often the context needs to be reviewed and reset during an interaction.
Again verbalize the five components.
1. Describe the current situation: “We have about twenty minutes left in
our one hour meeting.”
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2. Clarify the outcome: “As you recall, we originally agreed to meet to
review both the financial results and customer service results.”

3. State why it is important: “Since both sets of numbers will inform this
decision and we have spent significant time reviewing the financial
results ...”

4. Suggest a way to proceed: “Perhaps we should turn our attention now to
the customer service results.”

5.Ask for consensus to move together: “Are we ready to do this?”

Setting a clear context is like putting a fence around a playground. One
study of the playing habits of kindergartners discovered that when there is no
fence, children generally played in the center of the playground. With a fence
around the playground the children used all the space for their play. Similarly,
when a context sets the parameters around a subject, thinking can range across
the whole spectrum of possibility. When no parameters are set, people impose
their own limits and are much less creative in their thinking.

Thinkabouts for Setting the Context & s
* The five elements of setting the context can be reordered 8
as necessary to fit a given situation and the people
involved.

Thinkabout

* Nor all five parts of a context must be statements.
Two good elements for asking questions are clarifying
the outcome (“From where you stand, how would you talk about the
outcome we are trying to achieve?”) and describing why it is important,
(“From your perspective, why is this importanc?”).

* Sometimes setting the context is brief and to-the-point. Other situations
demand a more in-depth context. For example, contexts that work to
broaden perspectives or reframe the issue tend to be more in-depth. The
context helps us start to think together. Be aware that more words are
not always the answer.

* When you ask for consensus to move together, clearly ask for consensus
for the part of the context that is up for decision. Most often people find
themselves asking for agreement regarding how to proceed, “Does this
make sense as the first step? Are you willing to proceed as suggested?”

Figure 3 (page 70) illustrates the relationship between outcome, intent

and context.
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Outcome - Intent - Context

% Outcome

z Intent the result that is

what you think people assigned or wanted
need to know and need

to experience

Context
what you say

* Think about a meeting or interaction you have
participated in where there was a clear context.

What happened?
» When there was no clear context, what happened? Rofloctive
* How do a clear outcome, intent and context help | Leaming

orchestrate an effective interaction?

When setting the context, be aware of relating and responding to the
people you are working with. Let the context be as comprehensive as the
boundaries of the situation allow. The more comprehensive the thinking, the
greater a person’s awareness and responsiveness — and ultimately, the more
responsibility will be taken for the task.
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Shape a Team Atmosphere

“Vitality is proportional to intentionality.”
- Paul Tillich*

Spark T-E-A-M-S

An atmosphere/environment that is supportive of people builds anticipa-
tion. It informs people that something, or nothing, is going to happen. This
is as true in an interaction involving two people as it is for group interactions.

The meeting environment does as much or more to promote positive
participation and productivity as other factors.

To create a productive meeting environment, preparation is key.
All five elements of T-E-A-M-S are needed to create a supportive environ-
ment for a meeting;
* Timeframe
* Eventfulness
* Accountability
* Methods

* Space

Working with all the factors to gain an edge within each enables us to be
more intentional and shape a more productive, engaging environment.

Timeframe
Time is probably the most important resource for many
people. To honor people’s time, we let people know the time-
frame for starting and ending. We set an agenda — and we
stick to it.
To gain an edge, think about the strategic use of time
more intentionally.
* Use momentum and timing as keys to people’s sense of accomplishment.
Decide when a pause for reflection will underscore what has been done
and how.

| How-to Action
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Strategically chunk time so tasks and reflections are focused.

* Plan breaks and humor to maximize participation and learning. Research
indicates people remember the most just before and just after a break.

* Reflect at appropriate intervals so people hear from each other.

¢ Be aware of appropriate pacing (i.e., when things need to move quickly
and when the group needs to spend more time).

* Carefully think through the opening and closing of a meeting, which
serve as “book ends” for the time together.

* Assess the time needed for various components of the interaction:

— information sharing

— presenting and processing of information, models, reports, etc.

— reflection time to enable understanding and ownership.

Eventfulness

The eventfulness in a meeting takes it out of the humdrum and makes it
stand out. Participants experience the time together as important, eventful and
momentous. In our work with organizations, we often plan eventfulness with
stretch breaks, icebreakers, music, food and storytelling. We celebrate or dram-
atize important happenings.

To gain an edge, build in ways to vary the mood and rhythm depending
on the intended effect. If the tone has been like a waltz, change the pattern to a
jitterbug and vice versa.

Sometimes people need to move around. Listen to what people tell you
and notice their body language. Be prepared to pick up the pace when you
read the signals. Different rhythms can enliven participants at a particular time
of day or can promote a particular kind of reflection. Somerimes the team
needs structured ways to allow for more thinking and processing. Change your
methods so people experience their participation as meaningful and exciting.

The planning and reporting sessions for the construction of a Medical
Mall are complex and confusing. Verbal reports from the various departments
seem unrelated to each other. Each department of the Medical Mall is going
in its own direction. How can anyone keep track of the multiplicity of issues
and successes as the opening of the Medical Mall nears? Progress report meetings
have been long and laborious. Having struggled with this for a while, one
manager suggests a different kind of weekly reporting session with a way to
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visually track what is happening. This suggestion leads to the creation of the
‘critical path” plan, which quickly becomes a swirl of eventfulness.

A huge time chart posted on the gym wall lists the twenty-five teams
down the left side. Across the top are listed the eighteen weeks remaining
before the Grand Opening. Excitement builds as each team posts events and
accomplishments when they enter the gym for the weekly meeting. As people
read the wall, the itemized events shift from being individual department
items to the hospital’s accomplishments. As many people as possible (given
their work schedules) reflect weekly as the itemized lists grow. Questions that
encourage reflection include:

» What struck you as you read the wall?

» What surprised you? What was something you didn’t know

or remember?

» What were you the proudest of in your own or others’

involvement?

» Where did you get worried about making it all come together?

* Where do you see turning points in the process?

* What most clearly signals the future of the hospital?

» What are critical decisions that have to be made between now

and the opening?

The gym wall becomes a center of attention as people congregate at
various times of the day to watch the progress of the Mall plan. A new
climate of trust and responsibility grows out of this process of eventfulness,
sharing and accountability.

Accountability

“People choose accountability, they aren’t held accountable.
The price of accountability is to live with anxiety.”
~ Peter Block®

When meetings are held, do you build in an understanding of who is
responsible for what? Plan the interaction so there is a balance between expec-
tations and accountability. When expectations are clear, it becomes apparent
who is to account for actions and non-actions. Start by holding yourself
accountable. Next, remind others they are accountable.
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The Performance Review Team in a small investment firm considers
their strategic plan quite good. Strategic plans have a habit of getting lost on
a shelf so they know that having a good plan isn’t enough. As a result, they
create an action plan whereby each subteam is assigned specific tasks (e.g.,
compile a profile of customers; revise a performance document; rename and
reorganize a project).

At the first meeting afier developing the action plan, the action plan is
the agenda. Assignments are checked and discussed. Team members remember
when they first became a team, they built a new “to-do” list at every meeting
and never stopped to reflect on what had been done or was still to be done.
Now in checking the action plan, when an action is done, the accountability
includes stopping and reflecting:

* How was that accomplished?

* Did we get the desired impact? If so, what was it?

o Is there more that needs to be done?

» What did we learn that will be helpful in our other actions?

In accountability we usually think about:
* making assignments
* asking for volunteers

To gain an edge, include other accountability issues:

* Be clear about what is expected of each person. Thinking together is
not about “being nice” to each other. It means helping each other do
thinking together.

Establish the task ... What is the desired outcome?

Know the purpose ... Why is this important?

Be clear about what thinking together takes ... What's
needed from us/me?

* Understand and expect people to be “who they are” — not some ideal.
Carrie will not stop pushing for the details. When she pushes for the details, if
necessary to promote thinking together, bring it to her attention. Remind her
of the purpose and the task at hand. Don't expect her to just “be different.”

* Help people stay focused on the task at hand.

“Remember, we are trying to uncover what we know about this topic.”

* Take time to summarize what was agreed to, who needs to do it

and by when.
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Gerting the summary up on a white board can help clarify what is expected
and who will be accountable by when.

* Encourage people to be honest in reporting work performance by
providing a non-threatening, supportive climate.

Set aside time and a “safe place” for accounting for unfinished projects,
mistakes, work that has been forgotten, as well as successes and victories.
Facilitate any learning that can be gleaned from such situations.

* Help people be accountable by creating scenarios where possibilities can
be played out. This can raise unknown questions and may provide an
option of “testing” before final implementation.

* Make sure that people experience absolution in the face of outcomes
that miss the target. Let the team figure out the next moves and the
best way to move forward.

* Gain the needed support so the people critical to the effort are involved.

* Recognize that to make a “to do” list for another person is an unhelpful
exercise.

One of Dr. Deming's favorite stories was about accountability. During

a seminar he commented, “I got a pair of new shoes.” “Did you get a good
deal?” a student asked. His reply was, “I can’t tell you if it was a good deal
until the day they wear out. I can’t evaluate if it was a good deal without
knowing how long they last.”

Thinkabouts in Accountability i
1.If you expect to have more say in what happens, be :
accountable for helping make it happen. -,_

2.If you expect ownership for a project, be accountable { Thinkabout

for helping get it done.
3.1t you expect to decide your day-to-day priorities, be
accountable to customers, peers and the organization.
4.1f you expect to be part of decision-making, be accountable
for the results.

Methods

Think through what facilitation methods are most appropriate for a given
meeting or interaction — brainstorming, grouping ideas, small-group work,
action plans, getting everyone involved and using life/work examples to
illustrate ideas, and so on.
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Be aware when a shift in methods will ease the way to move forward.
Possibilities include:

* Early on, set up opportunities for people to express themselves. Only ask
questions if you really want to know. Ask with a sincere desire to under-
stand. An inviting style will evoke an open response. An interrogating
tone will evoke a defensive response.“Share with us what you are hoping
for today.” “Give us a quick sense of ...”

s Recognize the situation at hand and put it into words (e.g., “It seems the
move has us all a bit unsettled. Do we need to take a minute to talk
abourt this?”).

¢ Create a safe zone. Trust your intuitions, your instincts — your sixth sense
of things.

¢ Allow people a chance to pause and think about what is going on (e.g.,
“Jane has just given us an idea on how to move with this, let’s think for
a minurte about how we can add to this idea.”). Reflective techniques
communicate your intent. Reflect at strategic points throughout the
process. People learn more through reflection than through repetition.
When small-group work is completed, ask people to be reflective, and
as a group, reflect on small-group reports. Ask others to note where they
found the team was on target and where they have questions. Ask people
to share key points that “we need to remember.”

* Reflect on information presented so you can uncover meaning and
implications (e.g., “What came easily as you defined the purpose?”
“Where were you struggling?” “Why is purpose so important?”).

* Use the dynamics of the small group/large group to enhance
participation, generate ideas and move more quickly.

* Decide when to hold “story swap” sessions for sharing stories about
what is working and why in order to learn from each other.

e Plan a reflective conversation on how far the team has come. Too often
the focus is on what is left to do rather than on what has already been
accomplished.

Space

The physical environment creates expectations. For example, going into a
room that is messy, chaotic and has a bad odor gives an expectation of a disor-
ganized, unfocused event. Locations can also evoke memories. A space where a
particularly joyful, or painful, event occurred, brings back those memories.
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Consider space requirements. The configuration and use of space can

help or hinder every aspect of working together effectively as illustrated in
the following scenario.

Saturday’s training session for the high school staff is scheduled for the
school cafeteria. When she arrives early to check the space, Josie, the trainer,
discovers the room is in shambles. None of the tables are set as she requested
and trash and clutter are strewn everywhere. She quickly sets to work to
organize the space. Although the space is not as Josie wants by the time the
participants arrive, she decides to begin the session on time afier all.

Early on it becomes clear that the space is causing chaotic, slipshod
thinking. Josie shifts gears and asks for small groups to work on several
targeted questions. When the small groups reorganize their individual spaces
in order to talk together, the conversations become more animated and
focused. The rearrangement of the team spaces brings the whole cafeteria
into line with Josies expectations. The difference in the teams’ willingness
and eagerness to think together is apparent right away.

Space is crucial in a participatory process. Set the room up so ideas can
flow back and forth easily. Keep in mind the size of the room when requesting
space for an interaction. In a room that is too small for the work, there is not
enough space for people to think effectively and ideas can’t get out. On the
other hand, in a room that is too large, ideas float off in space and fail to
connect or register with people.

To gain an edge, evaluate the space before the meeting:

* Get information on the space in advance and arrive early to reconfigure
as needed.

* Clear enough wall space to hang the team’s work if appropriate.

* Arrange space for small-group breakouts, if that is anticipated.

* Arrange the tables and chairs so people can see each other
most effectively.

* Assess what is needed for people who are participating via teleconference.

Setting up a room so it works for the group is an act of caring for the
group and for the interaction. In the ritual of moving chairs and removing or

covering distracting pictures, you align your own thinking with the thinking
of the group.
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To review the T-E-A-M-S environment, see Figure 4, Creating the
T-E-A-M-S Environment — recall how crucial the design of time is, the
liveliness in events, the clarity in accountability, the appropriateness of
innovative methods and the shaping of space for the desired results.

Creating the T-E-A-M-S Environment

Objectives

Strategics Assignments
- 1
Gaoals m m 3
i) 3

Pulling together decisions so
people know who is doing
what by when

ACCOUNTABILITY

Celebrate ) ¥
food

sharing  uilding liveliness and
exercises uilding liveliness and
bk 7 K momentum into tasks to

increase motivation
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Figure 4

Decide the Agenda

Solidifying the agenda is a culmination of strategic prethinking. Think
through each part of the agenda and the role it plays in accomplishing the out-
come of the meeting. The following is an example of a traditional printed agenda:

1. Opening context — 5 min.

2. Accomplishments to date — 20 min.

3. Action still needed for completion — 35 min.
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4. Timeline and assignments — 45 min.
5.FYI - 7 min.

6. Closing reflection — 8 min.

* Summary of decisions
* Reflection on what was accomplished

An agenda is a map of the meeting flow. Drawing a chart of the agenda
may help you check out your thinking as it allows you to see how the people
involved can achieve the outcome for the interaction. Figure 5 is one way to
see the interaction in a picture and experience the flow of time.

Sample Agenda
Outcome: To decide the timeframe and assignments to complete the ABC project.
Opening Content of Interaction Closing
| I I FYI

Intent Accomplish- Actions Buildin, Other i
know: ments to date still needed the timelineg with info Reflection
* actions to date assignments the
* deadline 1. get up list team
experience: - getup fist i
* have accom- of accomplish- | I- brainstorm 1. designate needs

plished a lot ments completion date
" confidence 2. reflect on Ziﬁ;ﬁ?:::fion
Context ;vha( h‘;:s been 2. lay out action
The ABC came steps over time
project was 3. name action
glventousa steps needed
month ago 3. make assign-
ab:d Wekved ments for who

en asked to 4. reflect on will do what by
complete it in :
six weeks in what this when
order to mesh means
with other
organizational

oals. We'd

ike to draw
out a timeline
for our work.
Can we spend
a couple of
ho.u‘l;s to do
this? Transition Transition Transition

5 min. 20 min. 35 min. 45 min. 7 min. 8 min.
Figure 5

Once you determine the agenda, create any necessary handouts. Handouts
may include the agenda, models, proposals, list of attendees, memo copies,
proposed designs, and so on. The key in preparing handouts is design care,
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relevance, clarity and readability. If you want a handout to be taken seriously,
it needs to look like you cared about its preparation.

Thinkabouts in Orchestrating Interactions | 0%

1. The group can establish meeting norms at the beginning | 8‘
of a meeting or the person facilitating may suggest sorne 5
parameters.

2.One of the most helpful rules is: “Only suggestions, no ml"ﬁbw}
vetoes.”

3. Do not make or allow conversation-stopping comments like, “I just dont
like that,” or “That just won’t work.” Ask a question so everyone can
better understand a person’s thinking.

“Can you say a little more about that so we understand your thinking?”
“What elements of the proposal don't you like?”
“Can you help us understand what has led you to this conclusion?”

4. Share concerns and seek alternatives.

“Now that we understand Butch’s perspective better, what are some
other perspectives?”

Post-Interaction Thinking
After the interaction, step back and take a second look at what took place.
This post-interaction thinking is often overlooked in the press of time. There
are four basic reasons for making it a regular part of your wrap-up in conversa-
tion with the group:
1. People have an opportunity to review and remember the sequence
(flow) of what happened.
2. Participants can see more objectively their relationship to what went
on and their reaction to it.
3. Participants get to listen to themselves and others discuss why the
interaction was important and how it will make a difference.
4, Everyone can reconfirm the decisions and reaffirm their own commit-
ments to making them happen.
Examples of helpful post-interaction questions include:
* What actually happened?
¢ Whart did we do, see, hear?
* Who was there?
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* Where were you excited, intrigued, concerned, worried?
* What was important for you, for the team? Why?
* What difference would it make if (authority figures) weren't there?
* What decisions did we make?
* What did we discover about the people involved?
* What worked and why ... what did not work and why?
* What did we learn that will make a difference in what we are doing?
* What next?
— So whar?
~ How do our learnings inform what needs to happen next?
— What are the priorities for the next steps?
— Who is responsible for the next steps?
— When do we expect these next steps to happen?

Weave the Silver Thread

The silver thread is the primary theme that knits an interaction together. It
ties all parts of the agenda together and constantly lets people know what we
are doing and why. The silver thread is most often carried through reflective
questions that ask people to stop and think about what is going on.

A thread of thought (the silver thread) that ties an event
and activity to the purpose and mission of the group helps
people make sense of what is happening.

As you are preparing, ask yourself:

“What is the primary theme (silver thread) that runs through the
meeting or event?”

“Whar reflective questions will emphasize the silver thread?”

“What do we need in the meeting or interaction environment to
reflect the silver thread?”

For example, for a meeting whose intent was to bring “turf”-bound parts
of a team together, the silver thread might be “learning to work together.” The
silver thread could be reinforced and show up in the questions asked, “What
have we learned today about working together? How is this meeting helping us
work better together?” This enables people to see their ups and downs within
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e We started (or will start) here ...

the framework of a journey rather than random activities that make no sense.

* The important steps (process or events) have (or will be) ...

e We are now here ...
* We are going there ...
e Itis likea ...

Tying issues and situations together with a silver thread weaves a common

sense of identity and purpose.

The charts in Figures 6a and 6b summarize the process for orchestrating

interactions.

Process for Orchestrating Interactions

Strategic Assessment

Strategically assess if the
oufcome is realistic

* What is the outcome’s relevant history?
« What is going on now?

* As you listened to people, what were
their expectations?

» What support is there for this outcome?

You are now ready to ask the question,
“Is this outcome realistic?”

If it is, move to the second step.

If it isn’t, ask yourself and others what

is needed to make it realistic ... or forget
the whole idea.

Project how the outcome
will be accomplished

« What are the outcome’s biggest challenges?

« Where is this outcome in the organization’s
priority list?

» How much authority will this outcome require
to be successful?

« Who are the critical people who need to be
involved?

Can you say with confidence that all the
bases have been touched in projecting what
it will take to meet this outcome? If the
answer is yes, move to Intentional Scripting.
If no, review your work and make
adjustments.

Your picture is not complete until you talk to people who will be involved.
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Intentional Scripting

Prepare so that people can
think and take action together

Weave the Silver Thread

¢ What is the primary theme (silver thread)
* Decide the intent that runs through the event?

* Create the context * What reflective questions will emphasize
the silver thread?

* Think about the environment
* What needs to be printed on the agenda

— Work out a Timeframe to drive home the silver thread?

— Consider the Eventfulness

— Decide how Accountability will

{ Print the agenda and handouts
be built into the process

— Decide the appropriate Methods

- Design the creative use of Space

Your preparation is not finished until you have checked it out with
the people who will be involved.

Figure 6b

Even with the most careful prethinking and preparation, a group may
move in an unexpected (perhaps creative) direction. Think through possible
“what ifs?” beforehand. This strengthens your intentionality and allows you to
be present in the interaction rather than thinking about what you are doing
next. If you have done the prethinking stage carefully, it will be easier to adapt

and adjust.

“Each moment presents a new situation in which we are sensitive,
aware, deciding, and relating/responding.”
- Basil Sharp*
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Why Reflection Is Important

“When group members have time to reflect, they see more clearly
what is essential in themselves and others.”
- John Heider*

The word “reflection” used to conjure up images of a person sitting cross-
legged, alone, apparently lost in deep thought. Today the concept of reflection
has come off the mountain and into the workplace. “In the knowledge economy,
the most important work is conversation (reflecting together) and creating trust
is the manager’s most important job,” says Alan Webber.> “Stop talking and
get to work!” is being replaced by “Start talking and get to work!” The reflec-
tive process slows things down so we observe and experience what is going
on to gain a new perspective. Conversations trigger the growth of knowledge —
questions are the mode and dialogue is the medium.

Shifts in our ways of thinking and interacting are a given in this time of
constant change. Figure 1 (page 86) recaps some of these shifts that are calling
for us to reflect together.
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Shifts in Ways of Thinking and Interacting

Shifting
from to
“someone else is in charge we create and invent the future
hoarding information sharing information
controlling people releasing imagination
4] -seeing detail complexity - seeing dynamical complexity
; styles that suppressand styles that facilitate and
%] intimidate empower '

Figure 1
Start Talking and Get to Work

“l know you believe you understand what you think | said, but I'm not
sure you realize what you heard is not what | meant.”
— Anonymous

Too often in communication, positioning oneself takes precedence over
striving to understand; the person talking is being critical rather than creative;
there is more telling than asking. In these situations, the person communicating
may not know how to help people think things through together.

Overheard in the cafeteria at a manufacturing plant: “Communication is
the key. If people would just communicate with each other and not make
assumptions 50 percent of our problems would be solved.”

In conversation “today’s knowledge workers discover what they know,
share it with their colleagues and in the process create new knowledge for the
organization,” explains Alan Webber.> Reflective conversation encourages
new thinking. Reflective tools give you intention and direction. Use reflective
conversation to:

* generate new ideas

* ponder experiences

* get smarter

* give meaning to information

* transfer learning to other tasks

* test the waters with mindful exploration
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Our beliefs shape the realities we experience. According to David Bohm,?*
it is through dialogue that “a new kind of mind begins to come into being
based on the development of common meaning.” Through dialogue people
work together to understand individual assumptions as well as collective beliefs.

At first, using reflective tools may seem risky for several reasons, including:

* Fear of losing control:

— afraid we won't be able to respond to an answer
— unsure of the group’s attitude
* Lack of self-confidence:
— don’t want to appear stupid or dumb
— afraid no one will answer
* Limited time:
- “it is too close to lunch or break”
— “questions take too much time”

The facilitative skills with which you generate reflection are means for
overcoming these communication barriers. The following seven ways can help
you open up dialogue using reflective conversations.

1. Ask open-ended questions so people can stop and think — “How might

we look at this another way?”

2. Sequence questions so people’s thinking moves from surfacing facts,
through facing emotions to examining implications and making
decisions — “What do you see? —» Where have you seen that before?
— What does it mean? —» What will it do for us?”

3.Suggest a new context — “Let’s take a minute to look at this from the
perspective of the customer. What differences will that make?”

4. Pause after important comments to give people time to decide what they
think is important — “This part of the proposal seems important to us” —
pause before further comment.

5. Stir the thinking behind what is said — “Help us understand.” “A helpful
image, can you say more?” “Jordan has reminded us of ...”

6. Ask for the relevance of a statement to the issue at hand — “What is
important in this?” “How does this help us serve our customers?”

“What assumptions are being made here?”

7. Recognize experience — “You know a lot about this already, let’s pick up
on how to do this in this particular situation.”

Both advocating your position and allowing dialogue are important.
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People are more schooled in advocacy (telling) and not so well adeprt at
reflective dialogue (asking). Telling conveys information, ideas, thoughts,
decision and directions. Asking uncovers others’ insights, deepens thinking
and guides a group to a decision together.

Use advocacy to Use dialogue to

* make a point * understand a point

* convince others * build common ground

* push a particular perspective * explore options

* sell a position * think it through together

* get your point of view on e get the thinking behind
the table views on the table

Frame a New Point of Reference

Using dialogue in a reflective conversation can frame a new point of
reference for thinking together. The power of personal reflection applied to
groups can energize the organization by:

1. Clarifying shared values in order to agree on what is important,

encourage individual integrity and provide motivation for engagement.
2. Developing innovative methods in order to learn from each other,
generate practical knowledge and tap people’s creativity.
3. Ensuring information access to let people assume a new level of responsi-
bility and be meaningfully engaged in communication and action.

Apply a Formula for Questioning and Listening

“Assumptions affect observation. Observation breeds Conviction.
Conviction produces Experience. Experience generates Behavior,
which in turn, confirms Assumptions.”

- Anthony de Mello®

Tap into the Natural Thinking Process

There is an art to asking effective questions. The key lies
in knowing the questions to ask, the sequence of asking and

how to listen to the answers. Effective questions encourage | Fgcllltath'f‘e
| Approac
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people to operate beyond emotions, immediacies, generalities or “we’ve always
done it this way.” Sequencing questions and effective listening wake people up
to possibility and responsibility.

The team has been having regular meetings ever since its formation. The
meetings seem a waste of time. People just talk at each other. No one listens.
No one leads, and everyone is anxious to get back to work.

One day one of the team members, Susie, requests permission to ask some
questions if people will answer one at a time. This seems to be as good a way as
any to spend the time, so people quiet down and give Susie their attention.

Susie selects Project X from the team’s agenda and explains that it might
help to back up and find out where they are. She deliberately slows the pace
and quiets her tone so people have to lean forward to catch what she is saying.
The cacophony stops. The discord begins to disappear.

Susie asks a series of questions to discover the facts and she records each on
the flip chart exactly as it is said. Then she records various feelings, experiences
and associations. People are surprised as they listen and hear the others. This
mix of all the “I” thinking, the facts and experiences vastly enlarges the context.

A new possibility, shifting to “we” thinking, now exists because each
person has been heard. The energy level and attention rise as solutions bubble

Jorth, each acknowledged by Susie. Somehow Susie has created a climate in
which divergent views are being invited.

As the meeting progresses, team members realize that their individual
ideas (“I” thinking) have developed into the team’s thinking (‘we” thinking).
At the end of the meeting Susie helps the team reflect on what happened to
change the tone of the meeting. There was:

* a new level of listening

* a review of the ground previously covered

* a plan of action

* next steps

* a summary of what had happened during the meeting
The team members realize that “real work” has happened.

What can a question do that an answer cannot? A question invites a
response, makes you think, takes thinking to a deeper level, invites participa-
tion and helps people consider their preferred thinking patterns. Questions
help you revisit what you thought you knew and then rethink your position.
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Conversation inspires concrete action

A formula for asking questions and listening for answers, based on our
natural thinking process, will facilitate a conversation that can generate new
knowledge and, ultimately, action.

Why a formula for questions and for listening? Focused, sequenced
questioning collects data, responds to it and forms meaning and knowledge.
We live in two worlds — the world of data and the world of meaning. Data
overwhelm us and isolate us, whereas meaning enlightens and connects us.
Knowledge in turn flows from meaning. In an age of information explosion,
knowledge becomes increasingly crucial as organizations measure their
intellectual capital.

In our mind’s natural reflective process we:

1.absorb raw data — our brains take in sensory information — the facts

2. relate to these data — we color the sensory information with our

experiences, associations and feelings

3. interpret the data to reveal implications

4. apply what we have learned (using the above) to make a decision

In brief, our natural reflective process is an FFID (facts, feelings, implica-
tions, decision) process (see Figure 2). To illustrate, think about going through
the checkout lines at the grocery store:

1. You take in facts and data about the situation:

Five checkout stands are open, at least two people in each line.
Checkout stand 3 (the fast lane) is moving really slowly.

2.You relate to these facts through feelings and experiences:

It is frustrating when people with more than fifteen items use the fast
lane. I like the person running register 7; she is always courteous.

3. You interpret the facts and how you relate to them in order to determine

the implications and significance:
If I go to register 7, I'll be third in line — about where I4d be
at any of the registers.

4, Finally, you make a decision based on these facts, feelings and

implications:
1 go to the line at register 7.
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Natural Thinking Process

Decision "
|mpl|cations ol conclusion
Feelings Pl ,
F mterpretatlon
Lts/ reflect on

objective experience
data

'}-;igure 2
Guide Reflection with “I” Thinking Plus “We” Thinking

Too often we ask, “What do you think of the proposal?” This is asking an
interpretation question first. When this happens, only a portion of the natural
thinking process is used. We hear individual opinions before we hear any facts
and feelings. When facts and feelings are taken into account, the group can
move beyond opinions to interpretations, implications and decisions. For
example:

“What words or phrases caught your attention in the proposal?” (facts)

“What is in the proposal?” (facts)

“What parts of the proposal seem on target to you?” (feelings)

“Which parts concern you?” (feelings)

This is an example of “I” thinking. The objective nature of facts reveals
what individuals have noticed in the proposal. Hearing from several people
allows a broader “remembering” of the proposal’s contents. The reflective level
of feelings surfaces emotions and experiences. When ignored, emotions and
feelings often jeopardize decisions.

The group’s thinking (“We” thinking) builds on whar individuals have
expressed. Implications questions help to develop a common interpretation,
which allows the group to create a framework for a joint decision.

“As you listened to each other, what appears to be the key issues this

proposal addresses?” (implications)

“Taking into account some of our concerns, how will this proposal

affect the work of our team?” (implications)
“What changes do we want to recommend?” (decision)
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The value of “I” thinking:
* Reviews individuals’ facts so everyone has a common picture
* Hears individuals’ perceptions of the facts
¢ Allows individuals to express feelings and experiences so decisions are
strengthened
The value of “We” thinking:
* Generates new, original ideas
* Shifts the focus from individuals to the understanding of the group
* Builds trust and support in the group
* Ensures a supported group decision
The following are some common behaviors you will run into when helping
people think together.
¢ Stating and selling an opinion without sharing the thinking. “I am sure
the best software for us to buy is ...”
* People bringing hidden agendas which they are prepared to defend.
“Our team can do this event without help from any of the other teams.”
* Someone asks a question with the answer “attached.”
“There is agreement, isnt there?”
“It is pretty obvious, isn't it?”

Facilitative Response
True dialogue and reflection can only happen when issues are “on the
table.” Thinking and issues that remain unspoken block the possibility of
thinking together.
o Ask the reflective questions that get the thinking on the table so thinking
together can happen.
“What have we heard the staff say about the software?”
“What questions of clarity do you have?”
“Can you help us understand what you heard or read that led
you to that conclusion?”
* Ask the reflective questions that get the agendas on the table and help
people think together about the implications and action that follow.
“What additional information do we need to be effective in
implementation?”
“As you think about implementing the change, what will be
our biggest challenge and why?”
“What perspective do we need to keep here and why?”
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* Ask an open-ended reflective question that elicits the thinking behind
the answer.
“What have you heard us say that suggests that is the way to go?”

Based on the natural thinking process, the Conversation Formula captures
the way we think in a structured flow of questions. Use this formula in various
types of conversations, from group problem-solving to quick, check-it-out,
communications. For example,

“What room do you have for the meeting?” (facts)

“Have you used that room before? How well does it work?” (feelings)

“How can we use the space to the greatest advantage?” (implications)

“What do we need to do to get it ready?” (decision)

Two basic assumptions allow the FFID formula for questions to work:
* Every person has a perspective that needs to be listened to and honored
* Questions are more powerful than answers

Figure 3 (page 94) recaps the natural thinking process and demonstrates
the sequencing of questions in the Conversation Formula.

If one or more levels are left out of the process, the decision will not be as
effective as it could be. For example, sometimes we assume the objective data
are obvious so it is difficult to ask for them. Figure 4 (page 95) illustrates some
of the potential results when one of the levels is omitted.

Knowledge grows out of conversations that use all four levels. Here is an
example of using the FFID formula in a performance debriefing conversation.

“I know you are involved in a special project for the department. Will you
describe one thing about the job you have been doing?” (Facts question asks
for data on what the person has been doing.)

“What have been your accomplishments and challenges?” (Feelings question
triggers a reflection on what is causing the results.)

“What are you hoping to accomplish as you continue this project?”
(Implications question draws out new understandings about what is
going on.)

“What do you intend for your next steps?” (Decision question helps everyone
be more effective by stating resolve for action.)

Much has been learned in recent years about how the human brain
functions. Figure 5 describes the development of the human brain’s thinking
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Conversation Formula
Sequencing Questions to Reach a Decision

Preparation & Planning

Intent
Think through what
people need ...

* to know and
* to experience

—»

Context

Set the stage
with what you say.

“I” Thinking

~ —

Facts Questions
* What did you see?
* What words/ideas did you hear?
* What people are involved?
* When did it happen?
* How many are involved?

Listen for: specificity in facts

& data

-

<

v

— —

Feelings Questions
* What do you like/dislike?
* What is exciting/surprising?
* What seems to be wrong?
* What does this do for you?
* What are similar experiences?

Listen for: feelings, associations

and previous expenences

?

“We” Thinking

the eonsequences?
ge'because of this?

- meaning, po

of view; values -

* and common.
arenas -

Decision Questions

* What have we said?

* What are some steps we can take?

* What do we need to

* What decision are we making?

do now?

* What are our next steps?

Listen for:
decision,
resolve and
responsibility

v

Closing

Summarize (or ask someone else to summarize) the
outcome of the conversation
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What Happens When We Skip a Level

X + Feelings + Implications + Decision = Decision without data;
let’s hope it was a “no brainer.”

Facts + X + Implications + Decision = Decision is made without feeling or
experience; no passion or ownership.

Facts + Feelings + X__ + Decision = Decision is made without analysis;
the “emotional buy.”

Facts + Feelings + Implications + __X

There is no decision, but a great
discussion; the “group think.”

Facts + Feelings + Implications + Decision = Firm decision is made based on data,
feelings, implications and conclusions.

Figure 4
process in the evolutionary and maturation processes, illustrating the
development of our natural thinking process.

The FFID Conversation Formula helps people be smarter as they reflect

consciously at all levels. Sequenced questions move the thinking from one level
to the next, challenging assumptions along the way.

The Brain’s Thinking Process®

Brain research has shown that neurologically the entire animal kingdom, down to
the earthworm, takes in some or all sensory input consciously or unconsciously. We
see, hear, feel, taste, and smell. This relates to the first category of gathering facts.
People (and other animals) react to sensory input. Dogs associate with their master’s
smell; infants recognize their mother among other women. This relates to the
category of feelings, experiences, associations.

The right hemisphere of the brain sorts out sensory input (facts and feelings) and
the left hemisphere of the brain interprets and labels (implications). When a child
can determine, “that’s good” applied to specific foods, toys or people, the child uses
feelings to interpret data (implications).

The frontal part of the brain is the last to develop. This is the place where decisions
with consequences are made. This is why teens often make foolish decisions with no
thought for consequences. People often jump to conclusions and opinions without
looking at the sensory input, feelings and implications.

Figure 5
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Invite Reflection

“In knowledge work, the first question is ‘What should you be doing?’
Not how. There is very little joy in heaven or on earth over an
engineering department that, with great zeal, great expertise, and
great diligence, produces drawings for the wrong product. ‘What you
should do,’ is the first question when you deal with the productivity of
knowledge. It’s a very difficult question, but an important one.”

- Peter Drucker’

Reflection is critical both for motivation and for verifying results. Ask the
questions that are needed, and use an inviting style to create comfort and trust.
In creating an inviting style rely on:

* Context: Establish why generating reflective thinking is important —
remember to think through the desired outcome and intent. Your context
sets the stage.

* FFID sequence: This is the essence of thinking together. When people give
a knowledgeable opinion, they have already listened to each other’s facts
and feelings. Without the specific sequence, conversation becomes a battle
of opinions in a negative atmosphere, which undermines the trust that is
essential to an open, inviting dialogue.

* When formulating questions, keep in mind:

— Make the facts question(s) easy to answer.

“What is one thing you remember from the presentation?” vs.
“What do you remember being said?”

— Feelings questions are about more than emotions. Include
questions about associations and experiences, such as “Has
anyone experienced this before? Please share what happened.”

— Implication questions have a direct relationship to the intent; for
example, “As you have listened to what we've said, what would be
some of the consequences of not implementing the new policy?”

Virgils team has just finished a three-month project. He knows the

lessons learned from this project will be helpful as the team looks toward a
new challenge. The problem is, there is a push to keep moving forward.
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Nevertheless, Virgil decides to lead a reflective conversation with the team to
discover what they learned and what they feel good about.

Virgil sets the stage. “Before we begin this new project, Id like to take a
few minutes to think about what we learned from the last project and how
we can use those lessons to help us on our next assignment. Are you willing to
try this out?”

When team members say “OK,” he is ready to go. (If they didn’t say OK,
he would have asked some reflective “what did we learn in that last project?”
questions in planning the new project.)

“Think about one thing you remember about this last project. Will
someone volunteer to share?” Virgil encourages several people to respond
and listens as people recreate the events of the project. (Facts)

Then he asks, “Where did we have successes and why?”

“Where did we have struggles and why?” (Listen for people’s Feelings
and experiences.)

“What did we learn?” (Listen for Implications, for the meaning.)

“How can we apply what we've learned to this new effors?”

When team members have no comment, Virgil doesnt force it. Instead
he moves on looking for ways to encourage reflection as they talk about
the next project.

“What experiences from our past work might belp us with this?”

“How does this relate to what we did on the last project?”

“Can someone help me see how we can avoid that issue again?”

Thinkabouts for Asking Questions That Invite Reflection 7
1. Keep questions open-ended. a
For example, by asking such questions as, “What

concerns you about this plan?” vs. “Are you concerned | thinkabout
about this plan?” (close-ended), you'll spark more think- T
ing and learn a lot more. If you do ask a closed-ended question, you can
open it back up by adding “why or why not?” to the end of the question.

2. Anchor questions with a mini-context.
Questions can sound abrupt when there is no context. In many instances
a full context is not needed; a mini-context is usually enough.
“In light of our efforts to understand what this situation requires, help
us understand your perspective. When you say, ‘interface more with the
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customer,” what do you mean?” rather than “What do you mean by
that?”

“It helps us all to see value if we can try and estimate the impact an
action might have. Could you describe what difference your proposed
action might make?” rather than “What difference will that make?”

3. Reset the context as necessary to maintain focus.

“It is easy to jump to a decision here. We started out committed to
reviewing all the data first. Are there additional facts we need to consider?”

4. Ask only one question at a time and be comfortable with silence. Ask a
question and then be quiet. People need time to process and think. This
seems simple but can be hard. Don't be tempted to keep asking questions
so “someone will surely answer.”

5. Draw out different perspectives and points of view to enrich the thinking.
“What's another perspective? Someone else, please share what you are
thinking.”

6. Recap and summarize so everyone can track the group’s thinking or ask
for others to recap and summarize.

“What have we said that is important?” “Stepping back, how would you
summarize the key points we've talked about?”

7.Use outcome and intent to keep your questions focused.

For example, assume the outcome is to reach a decision about the
proposal. The intent is for team members to understand the proposal
and its relevance and to experience deciding together. Another set of
questions about the proposal might include, “What was one point in

the proposal?” “Somebody else, what was another point?” “What in the
proposal was of concern?” “Where did you get excited about the possibility
of this?” “As you think about what we've said, what is the relevance of
this proposal to our work?” “What would make it more relevant and
why?” “What are we saying is the next step?” “What have we decided?”

In suggesting that one requirement in an information-
based organization is that everyone take responsibility for
information, Peter Drucker recommends that we ask:

* “Who depends on me for information?”

* “And on whom do I depend?™ ‘; I{:falm'l'vse
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Remember it is the “together” that is the challenge in

thinking together.

Figure 7 shows three illustrations of reflection stoppers and suggestions for

regenerating reflection.

Three Examples of Reflection Stoppers

Reflection Stoppers

FFID Screen
The intent for your response

Reflective Questions
One possible response

Get more than one person’s
facts and experience

Probe

It is helpful to hear from
several people.
Somebody else, what's
your experience with
this? Somebody else?

“I don’t care what is
4 . said, I just don’t .
il think wecandoit...” .

Get feelings and experiences
out and on the table and then
push the reflection to
implications or a decision

Probe, Relate, Predict
This is an emotional
issue we need to talk
through. Know that all
that’s said will be held in
confidence. What is
bugging you most about
this issue? Where were
you surprised about
what was said/not said?
What do we need to do to
move forward?

‘“That is wrong. The X
Factor Software is
the only one that will
work ...”

&

IR R AN

Get out everyone’s facts,
feelings and implications

Probe, Clarify, Relate
Can you help us
understand your
thinking ? Anybody, what
do you hear them saying?
What is another
perspective? What is
different/what is the same
in what we are saying?

SRR R L SR RIA TN

Figure 7

Use the examples in this chart to help you form questions that will restart
reflection when a reflection stopper has brought the thinking to a close.
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Predicting). Remember, it is not just the words, but also the tone (inviting)
and context (working together to plan, solve problems or arrive at a decision)
that trigger insights.

Clarifying questions — Ask for clarity by following up on a comment that
might be misunderstood or have multiple meanings.
“When you use the term ‘partnering,” what are you referring to?”
“Can you say a little more about what you mean?”
“What did you hear them say?” (Gesturing to the whole group rather than
to one person keeps the question positive rather than negative.)
“Would someone summarize what you have heard being said?”
robing questions — Probe to uncover more specificity as a follow-up on a
vague or incomplete comment.
“What other information would clarify that?”
“What needs to change and why?”
“What are you concerned about and why?”
“This seems like a difficult topic for us, why is that?
elating questions — Connect topics or people to one another.
“How does this relate to what we did last week?”
“What is the relationship between what Sue said and Joe’s earlier
suggestion?”
“What will be the impact of this on our project’s goal?”
“What did they say that was the same? What did they say that was
differenc?”
redicting questions — Think through things from another perspective.
“What if ...2"
“What would this enable us to do?”
“How will this affect our present operation?”
“What might be a new direction for us to take?”

Beware of Reflection Stoppers

Often when people try to think together, the thinking gets stopped short
by someone’s remark of high emotion, criticism or unrelated comment. Learn
what to ask to keep the thinking flowing when it gets bogged down.
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4.Draw on available resources. Share your own facts and feelings/experi-
ences to build on. Listen to others. Bring in new perspectives. Uncover
the insights by asking for the implications.

5. Use creative tension. Tension is part of the creative process. Use the
principle of creative tension to get things done (refer to page 122).
Tension is the energy for change, tension generates power, as rich discus-
sions flow from facts and feelings leading often to innovative break-
throughs. Another tension between what exists now, the present, and
what is needed in the future provides power for innovation.

* Keep future possibilities and the reality of the present in front
of the team, envisioning possibilities and facing realities.

* When thinking gets bogged down in the present situation, revisit
possibility; identify the blocks in the present situation so the
future can become reality.

6. Allow for time. It takes time to create new insights and knowledge.
Provide learning opportunities and don’t feel rushed.

Reflect with Questions to Trigger Insights

As you work to encourage out-of-the-box thinking, dialogue may bog
down and you are looking for ways to trigger insights. Have you found yourself
in a meeting, conversation or interaction thinking:

“I need to know more.”

“I wonder what he means by thae?”

“I am not clear about whar was just said.”

“I wish they would share more about what they are thinking.”

“Does anyone else see the connection between this and what
we did last week?”

“Would a new perspective help here?”

Sometimes conversations are stifled by what others do or say, or by what
they don’t say. A reflective question can reopen the conversation.

Use the FFID (facts, feelings, implications, decision) formula as a roadmap
for creating questions. Keep in mind that often what you plan does not play
out in the heat of the moment. When things dont go according to plan, listen
carefully to people’s responses and ask reflective follow-up questions. An easy-
to-remember trigger is: C P R, Please (Clarifying, Probing, Relating,
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* Purpose questions: “How does this fit in light of all the alternatives?”
“How does this make sense in terms of all the choices?”

* Comparison questions: “What are others doing?” “How has our
competition solved this?”

Offer demanding tasks that tap into the capacities of those involved
by asking:

* Experience questions: “Since you have experience in this, what would you
do?” “Drawing on your own experience, what could be a new direction?”

o Application questions: “How can we use this?” “Where would these show
up in everyday activities?”

o Implication questions: “If we begin immediately, what might go right,
what might go wrong?” “Imagining that we have done this for three
months, what are the consequences? How will your work change if you
accomplish this in six weeks?”

» Commitment questions: “Because of your experience with___, would you
be willing to do this?” “Who will volunteer for this project?” “Here is a
new job that fits well within your capacity.” “How can you fit ___ into
your schedule?”

Even when the work environment is restrictive, you can stimulate
reflection by asking:
“What is important here?”
“Can someone remind me of the purpose?”
“How does this help us serve our customers?”
“Whart assumptions are we making here?”

To value the creative (over the critical) and build on each other’s ideas:

1. Believe in your own and the team’s creative abilities. Recognize all
contributions, “Thank you, Barbara, for that idea. What are additional
ways we could do that?” Creativity comes when you join different ideas
to form a new insight. Share your thinking, listen to others and reflect
on what you are hearing.

2.Set the atmosphere. It is hard to be creative when colleagues are being
negative. Build on, rather than tear down, what others are contributing.
“How might we expand on Michael’s insight?” Ask people to offer an
alternative model instead of criticizing what was proposed.

3. Fire up passion. Remind yourself and others of the why of their efforts.
Link individual ideas to the big picture.
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As a result, energy returns to the room, people are on their feet moving
things around on the calendar. A stalemate has shified to a rainbow of
creativity.

A group planning an event or project needs a way to see the big picture as
well as the individual perspectives present. It is hard for a group to think with
the same pictures in their heads. Ask six people to report on an accident they
observed and their descriptions often sound like six totally different events.
Each person thinks, “What I saw and heard is correct.” Each perspective is
important. When all perspectives are put together, we have the opportunity
to think beyond the picture in any one person’s head. Shifting from a focus
on “my ideas” to creating and reflecting on common ideas gives people a
chance to think outside the box.

Thinking together occurs when people sense an open,
curious environment in which they are challenged and affirmed.

To encourage out-of-the-box thinking, you may need to: (a) generate new
ideas — to explore ideas that can trigger previously unthought-of insights; (b)
explore alternative options — to discover roads that are unfamiliar and challeng-
ing; and/or (c) offer demanding tasks — to push individuals beyond where they
had thought of going in order to discover new talents and skills.

Generate new ideas by asking:

* Reflective questions: “Is that the same as ... ?” “How is that different

from ...2” “How could we slant that to fit the situation?”

s Predicting questions: “Let’s look at this from the perspective of the

customer (office, marketing, etc.).” “What differences will that make?”

* Meaning questions: “What is important in this?” “How does this help

us serve our customers?” “What assumptions are we making here?”
“What did we discover in this that we might not have thought of

before?” Display cartoons, wall art, and slogans to offer a new
perspective on things.
Explore alternative options by asking:
Exploratory questions: “How might we look at this another way?”
“What do you want here? And how will you know when you have ie?”
“Which way should we go? And what are the implications if we do?”
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Release “Out-of-the-Box” Thinking

“As | see it, our precarious position at the top of
the competitiveness heap will be sustained only by tapping
the imagination of every worker (and student).”
- Tom Peters™

Often we are busy thinking about our own to-do lists rather than the
project being discussed. Without innovative methods that invite a different
level of thinking, we may not be open to think about ways we can participate.

A group planning a major project is looking at the activities for the next
two months. They have numerous details to handle before the major event.

As the conversation focuses on who is going to do what, the energy level
drops; there are longer and longer silences and a definite shift in body
language. Several people push back from the table. A few are studying their
calendars. A side conversation springs up in a corner of the room. Suddenly
extraneous things seem more important than the specifics of the upcoming event.

In response to this bebavior, the facilitator shifts the conversation from
detailed activities back to the overview of the planned event. “Let’s look at
this event again and share our expectations for it.” As people talk, she writes
their exact words on a flip chart.

The facilitator asks, “What is important about these expectations?”

“Too time-consuming. I don’t see how we can possibly get it all done,” says one.
“Im tired just thinking about it. My calendar is already full,” answers another.

The facilitator asks each person to write his or her personal appointments
and activities on an eight-week calendar on the wall. This establishes a
context in which each person’s contribution to the project is seen as valued
and balanced with respect for other commitments.

The group then works with the calendar, creating innovative ways to get
things done. For example, people see different ways to clump activities together,
changing the timeline for accomplishing tasks. By the time the planning
session is over, participants have shifted from protecting their own agendas
to sharing ways to prepare for the event.
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helping us work smarter. The reflective process is a way to convert data into
knowledge, as shown in Figure 6.

Reflective Process

Applied to Creating Knowledge

Access facts and data
Data to create focus

. Analyze data with
Information expelylence and

association

Regeal partttertps nonges

. and im of information

*'KHOWIedge L to drawpgonclusxons and
elicit meaning and msxght

with knowledge it is possible
to go beyond expectations!

Figure 6

“Without context, emotions, or patterns, knowledge is considered
meaningless. There is a tendency to try to form some kind of meaningful
pattern out of our learning — this process seems innate,” states Eric Jensen."
Together we can:

* Develop a compelling purpose/story about what needs to be done.

* Create a pool of thought where each individual contributes unique

thinking.

* Spark reflection that seeks understanding and uncovers insights.

* Encourage excitement to build by adding to the pool of thought

not owning the thinking.

* Link minds to develop relevant learning and knowledge.
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e Listen for the issue behind the issue, “This seems to be hard to discuss.
Why do you think that is?”

* Hear deeper patterns of meaning. Sort out the connections and interpre-
tations. “When you say that, are you worried about the work he did last
month or thinking about this new project?”

* Take into account the context and situation of the speaker. For example,
is it a contribution, part of a complaint, or more brainstorming,.

* Strive to understand and listen for the message instead of thinking about
what you'll say next. Allow silence as you stay focused on the speaker.
Allow time for thinking, evaluating and analyzing.

* Confirm your understanding by repeating conversationally what you
think the speaker has said, “What I understand you are saying is ...” Ask
abourt assumptions that you think you hear.

Use Reflection to Facilitate Learning

“It is becoming clear that the more information we amass, the more
important context and meaning become.”
—Wm. Van Dusen Wishard®”

Change Data and Information into Knowledge

Changing the style of behavior and interactions in the
workplace to be responsive to today’s marketplace realities
requires continuous learning. One of the struggles of being a
learning organization is to convert facts and data to informa-
tion and then to knowledge. The leadership challenge is to

How-to Acticn
grow knowledge in the organization using a facilitative D
approach. Why is it difficult to share knowledge? One of the prime reasons is
that, without realizing it, people inject barriers into their communication. A
barrier is anything that blocks the meaning in the communication. I may hear
what you are saying, but I don’t hear what you mean. I have judgments or fears
that block me from getting your meaning,

Facts and data are the basic building blocks, but we need to convert them
to information to make sense and give meaning. Knowledge, in turn, is infor-

mation presented in usable patterns that can improve our work and living by
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4. Listen for the thinking behind people’s statements as they interpret what
they have heard from the group.

5.Listen for implications that are drawn from what everyone
has said versus solely from one person’s opinion

Listening Post #4 — Decisions

What does decision sound like?
* Commitment
* Next steps
¢ Conclusions
* Bringing to a close

Questions that help craft the statement of a decision include:
“What have we said?”
“What are some steps we can take?”
“What do we need to do next?”
“Who needs to take responsibility for what?”
“How soon do we want to start?”
“If you were to summarize what we need, what would you say?”

Thinkabouts - Listening for Decisions | _o%=
1. A decision “not to decide” is a decision. a&
2. Talking with commitment doesn’t get the job done. i
3.1t is important to listen for the decision that brings the
conversation to a resolution or close.

| Thinkabout

Listen with a Third Ear

Listen “between the lines” for the listening posts that are said and left
unsaid, or unexplained. Be aware of the nuances that mask unexpressed
emotions. Give feedback on feelings as well as facts, “Is this alright for you
or is it still bothering you?”

Hearing what is being said and not said requires concentrating on the
spoken words as well as observing nonverbal signals, that is, tone, body
language and gestures. Let all your senses take in information.

* Pick up on the significance that lies behind people’s words. Ask about

negatively phrased comments to reveal the underlying insight. Clarify
generalizations, “What have you seen that makes you say, ‘All of them do?”
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Thinkabouts - Listening for Feelings © P

1. Feelings and associations combined with facts yield a | a'
rich pool of insights on which to base implications and
decisions.

2.Emotions are powerful and therefore can get the conver-
sation off track. When this happens, restate the focus of
the conversation.

3. When the time seems right, remind everyone that you will be moving
past facts and feelings to implications and decision (the third and fourth
listening posts). For example, you may say “We've heard much of our

| Thinkabout

individual thinking, let’s see what we can make of it all.”

Listening Post #3 ~ Implications

What do implications sound like?
* Insights thar reflect the intent
* Consequences
* The reason something is important
* The meaning for the group

Questions that draw implications from the group’s thinking include:
“What will be different?”
“What are we trying to communicate?”
“What changes do we need to make to meet these guidelines?”
“Thinking about all that has been said, what is one option?”
“From what we've heard, what is one consequence of not

doing anything?”

“As you think about what has been said, what might change?”
“What values do we need to hold as we move forward with this?”

Thinkabouts - Listening for Implications | £%=
1. Jumping to an opinion or conclusion before hearing af
facts and feclings does not take into account the
individual thinking in the group.
2.The most time may be spent in this part of the
conversation as you are asking for deeper thinking.

Thinkabout

Rea e avony ey cmie sy

3. Listen for the meaning and purpose that people give to
the situation.
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Listening Post #1 - Facts

What do facts sound like?
* Information — deadlines, key points, etc.
* Data — reports, numbers, etc.
¢ What was heard, seen, touched, smelled
* Definitions

Questions that extract the facts:
“What data are available?”
“What do we know about this?”
“Whart was one point being made?”
“When you use the term ‘client-focused,” what pictures

come to mind?”

“Which deadlines did we meet? Which ones did we miss?”
“What did you hear the staff say?”

Thinkabouts - Listening for Facts
1. Pay attention to the specificity in the answers — what
people see, hear, taste, smell.
2.Often an opinion is voiced in response to a facts

g Thinkabout

question. Follow up with a question that reveals what
is behind the opinion, “What did you observe that
shaped your response?”

Listening Post #2 - Feelings, Experiences, Associations
What do feelings and experiences sound like?
* Likes/dislikes
* Previous experiences and associations
* Points of concern/excitement
* Joys and disappointments
Questions that surface feelings and experiences include:
“What do you like/dislike?”
“What similar experiences have you had?”
“What about this is familiar/unfamiliar?”
“What is exciting/disturbing?”
“What abour this is difficult/easy?”
“What worked well? What didn’t work as well?”

“How do you find yourself reacting to this?”
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For help in generating reflection, the Appendix includes:

* the history of the development of the Conversation Formula

* a chart on which you can practice writing out questions for a
particular situation

* additional sample conversations

Listen with Intent

In talk we send out messages. In listening we receive messages. And in
conversation we do both. It is an exchange — sending and receiving, a way of
getting inside another’s thinking.

In any interaction the tone and style we use communicate intent. Six
percent of communication takes place verbally, 12 percent from tone of voice
and 82 percent is nonverbal! When there is a difference between what is said
and what body language implies, your body language communicates nonver-
bally no matter what you say.’

Essential in the communication process is the belief in and
respect for people’s capacity to contribute.

When talking together, there is a tendency in our fast-paced culture to skip
over the facts in a situation. Plus, you only need one bad experience in dealing
with people’s emotions to know why feelings and experiences are often not part
of a conversation. Implications are often the first thing out of people’s mouths.
Everyone wants to tell you his or her perspective. Finally, talking for talking’s
sake might be fun but it doesn’t get the job done. Listen for the decision that
brings the conversation to a resolution or close. These insights provide four
listening posts:

* listening for facts

* listening for feelings

¢ listening for implications
* listening for a decision

Communication is most effective when you use these four unique listening
posts. They are activated by questions that demonstrate active listening and
build upon the levels of the natural thinking process discussed earlier.
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Develop Innovative Methods

“Much of the energy and drive to pursue goals and engage
in essential tasks comes from the search for meaning.”
- Teaching and the Human Brain®

Share Approaches That Work

One of the most innovative reflective methods is deceptively simple. A
Sharing Approaches That Work (Figure 8) conversation is a good way to trigger
new thinking and learning. When people have an opportunity to share what is
working and what is not, they often make interesting discoveries:

“Other people are using some of the same approaches that I'm

discovering work well.”
“I understand why that didn’t work, but what we learned was valuable.”
“Several of us are learning the same things that can be applied to

other projects.”

“I just shared a learning I didn't realize I'd learned.”

Sharing Approaches That Work

‘What are you What is working? | What has been What are the
working on? And why? learned from implications?

. this?
Please share the | What successes | Help people Where else can
details of the are you having? | articulate what | we apply what

y project. ’ they may not we learned?

: Why do you realize they
Don’t assume think that is? learned from Help people
everyone knows the situation. “share the
what is being | Help people be | Out-of-the-box | recipe.”
workedon. | aware of their thinking can be
B | successes released here.

and “why.”
Figure 8
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Use this Sharing Approaches That Work conversation format to form the
questions that activate sharing and learning in many situations, such as when:

1. talking with a peer

2. building onto what is working

3.building morale

4. accelerating effectiveness

5. helping team members recognize what they learned

6. cross-fertilizing ideas with team members or other departments

The Natural Thinking Process

Tap the “way we think” — the FFID process — to bring alive any method
you use. As we saw earlier, our thinking naturally flows from facts and dara
to experiences and feelings before we assess the importance and implications.
Use this flow in other methods or communication to increase reflective
participation and effectiveness.

Using FFID in Proposal Writing

Bruce, a V.P at a large urban regional bank, has an idea to set up a
drive-up teller at their urban location. As he explains bis idea to the bank
president, he senses an attitude of approval as the president asks Bruce to
write up a proposal.

Bruce enthusiastically writes a draft proposal and sends it to the executive
suite. He is stunned when it comes back with a “No.” That same week Bruce
is in a training class where he learns about FFID. Suddenly light bulbs go
off in his head. He realizes that the proposal he wrote contained only a few
implications and the final decision. In the informal conversations with the
president he had talked about facts, related experiences and implications,
but he had left all of that out of his written proposal.

Based on this insight, Bruce rewrites the proposal in an FFID form,
covering the full flow of thinking. He is gratified when the proposal comes
back with a “Yes.”

Using FFID in Designing a Presentation

Julie is a newly employed salesperson for an investment company. Her
assignment is to go to mid-size companies and sell funds for their retirement
account. In a tough economic market it is difficult to distinguish which
products are best to offer to which clients. As she makes her presentations, she
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realizes that she needs to engage her clients in talking about their needs and
their concerns about the market to get an idea of what is best suited for them.

Julie discovers that framing her presentation with the FFID formula
geves her an advantage in understanding the clients real needs and how to
meet them.

Celebrate Accomplishments

Take opportunities to broadcast what is going on and to share learning.
Celebrating marks what is important, yet we tend to do it too infrequently.
Allocate time to celebrate accomplishments (actions, events, activities). Do this
on a regular basis — at the end of a team meeting, as part of a celebrative meal,
at a special time during the work week (late Friday afternoon) or when launch-
ing a planning retreat.

Day-to-day work keeps us all so busy that we can’t keep abreast of all the
things that are going on. Celebrating accomplishments highlights, recognizes
and publicizes the many happenings. The intent is to refresh memories,
celebrate accomplishments and learn for the future.

A “Wall of Wonder” is a fun and productive way to celebrate accomplish-
ments. Place a chart on the wall (see Figure 9, page 114). Distribute 3x5
Post-it™ (sticky) notes to everyone. Ask each person to write on three to five
notes (one idea per note) describing relevant, memorable moments that
occurred in a designated time period (three months, one year, or time of the
project being celebrated). These can include accomplishments, people, activi-
ties, lessons learned, relearned and so on. Everyone posts his or her sticky notes
on the “Wall of Wonder” in the appropriate timeframe.

Read through all the sticky notes, or if it is a big chart ask people to
“mill around” and read the notes for themselves. Ask the group for any other
activities or events to add. (facz)

Select from the following questions to guide reflection and discuss the
impact of these victories and accomplishments on the future. (feelings and
implications)

“What item surprised you?”

“Which ones had you forgotten?”

“What did you learn about someone else?”

“Which events involved the most number of people?”

“What choices did we make?”
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Wall of Wonder
(Example: Nursing Unit in Urban Hospital)
Month Month Menth Next 6 Months
~more positive - | question raised: | patient survey signs of
attitudes on_ | -*'Why do some respect and
floor,less ' | not work nights?” regard for
' onec-on-one individuals
conversations
conversation with unit
in staff meeting manager more
: about - interaction
opportunities with patients
3 a new assign-
people able to ment schedule
voice concemns Brian brought maintain
- in staff meeting .| - cookies twice open communi-
S . hired one new cation
B nurse
celebrated resentment
Rosie’s birth- expressed at accept
day with:a cake - having to take | conversation in admissions
. B .} ‘more admissions | unit meeting willingly
s on “patients as
Brian joined a challenge”
the unit rearranged rotating
e .| furniture in family assignments
=1 “waiting area

Model adapted from the Institute of Cultural Affair’s “Historical Scan Method.”"*

Figure 9

“What will you take back to the job to treasure as a result of this activity?”

“How would you describe this group of people at the beginning of this?”

“How have these activities moved us in the direction we want to go?”

“What would you name this period of time we have been together?”

“In light of what has been posted and said, what does this say about the

future?” (decision)

“What are the next steps for us — how does this shape what we need to do?”

“What do we intend to get accomplished in the next three months?”

Invariably, more things have been accomplished than any one person
knows or remembers. Recognizing and celebrating accomplishments is exciting
and is one factor that builds trust. We can accept the fact not everything was
perfect, and yet there is a sense of celebration when people see the big picture
of what was accomplished.

114



Generate Reflection

Give and Receive Feedback

“Feedback is one person giving another person objective observations
about his/her behavior and subjective observations about the effects of that
behavior. The purpose of feedback is to invite learning in order that an
individual may achieve a desired outcome. Implicit in the invitation to learn
is an invitation to change one’s direction or continue one’s direction.”’s

To ensure continuous learning, we help each other find out what is and is
not working. We receive and give feedback all the time when we are communi-
cating. We have no choice about giving and receiving — feedback is perceived as
we smile, look neutral, frown, say something supportive, something negative.
Both what we do and what we don’t do is received as feedback.

To be intentional in giving feedback, decide where feedback is needed. If
you think of feedback only when evaluating employees, recognize places to
close the feedback loop. The feedback loop includes people ar all levels who
need the information, such as peers, managers, customers, suppliers, adminis-
trative help and so on. Giving feedback “up” (to managers, supervisors, higher
level employees) is often the most difficult. We hesitate to give feedback “up”
for fear of reprisal. Form feedback as a result of best thinking, and not a result
of instinct. When you want to give feedback use this three-step process:

1. Prepare
2. Formulate your feedback
3. Make your feedback timely and appropriate
Step 1. Prepare by collecting and analyzing the data. Get the facts and data.
Understand what happened by asking questions and actively
listening to the answers.

“Why do we do it this way? How do you see it working? Can you
help me understand the reason for ...2”

Step 2. Formulate your feedback using the following components:

— Own your feedback. Your statement should begin with “I.” If ic is
not your thinking, don’t give it, because lots of good feedback —
comments that can be helpful and creative — gets twisted into
gossip and therefore can have a negative effect. Talk only to the
person involved.

— Be objective about the facts (what you see, hear, measure, etc.), not
subjective. Make the feedback specific and data-based. Wher I
seelhear/measurelobserve
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— Use feelings to reflect the impact of the current situation on you.
Feelings provide essential information to the person receiving the
feedback as you state how the behavior impacts you/the team.

It is unbelpfull frustratinglpuzzling because .

— Share your perception of the impact of the present action, include
what needs to continue or change. The impact on the team
is , and an alternative might be

to .
~ Open up the process for thinking through together what needs to

happen. Be willing to keep the conversation open. What else might
you suggest?
Step 3. Make your feedback timely and appropriate.

— Avoid giving feedback too long after the fact, because it has
less impact then.

~ Give corrective feedback privately.

— Give feedback with the intent of helping the person improve
and grow.

— Begin with positive feedback. Your role of scribe for the team has
been helpful. Be sure to recognize the efforts and contribution
made by the individual.

— Keep your feedback professional, not personal.

Reasons why managers are hesitant to give feedback include:

“We think it is none of our business.”

“We don’t think people will listen to us.”

“We want to be polite and not hurt anybody’s feelings.”

“We are afraid people will take it as criticism.”

“We are afraid people will try to get even if we tell what we think.”

Thomas Friedman' comments, “There are two kinds of critics in life:
those who criticize (give feedback) you because they want you to fail and those
who criticize you because they want you to succeed. And people can smell the
difference a mile away. If you convey to people that you really want them to
succeed, they will take any criticism you dish out. If you convey that you really
hold them in contempt, you can tell them that the sun is shining and they
won't listen to you.”
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Be Facilitative from the Side

Even when you are not in charge, you can be facilitative from the side.
You can play a supporting role any time as illustrated by David in the
following scenario.

The meeting is off track. The item being discussed is not on the agenda
and if it relates to what the team is working on, David doesn’t see the con-
nection. He looks around and sees at least one other person who also seems
lost. The person leading the meeting seems unaware of the problem.

To facilitate from the side, David first checks his intent — Why am [
about 1o intervene? What is my purpose? What is the purpose of this meeting?
Then he checks to see if he is the only one having trouble making the connec-
tion by saying, “It might just be me, but did we just jump off track? If not,
can you help me make the connection between this and what we were talking
about so I can get back on track?”

Too often a reaction such as David’s is not acted on but is simply uttered
in the hallway after the meeting. “Yeah, another hour of wasted talk. It would
be great if she would just keep things on track.” Although everyone in the
room felt the impact of time wasted, most did not feel responsible or comfort-
able saying something,

The manager has just announced some department changes during the
meeting. You sense that there are some assumptions underneath the
announcement that need to be aired. You look around the room and see
others who look as if they, too, have questions.

Check your intent. What is the purpose of your intervening? You decide
that asking for a bigger perspective will help you and others “get on board.”
In a nonthreatening manner, you say, “I understand that these changes are
definite. But it would help me get a bigger perspective to hear a little more
about what is driving these changes. Would that be possible?”

If such questions are not asked, many people leave with unanswered ques-
tions. Without a reason for why something is happening, they tend to make up
their own reason. Made-up “whys” often come from rumors and gossip and
can cause a lot of confusion.
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You can ease the process for the group in a meeting
whether or not you are in charge.

The more that our day-to-day interactions can be facilitative and strategic,
the more learning is generated. As one manager told us, “Through using the
facilitative technique of questioning, I was able to notice what information was
present and what was missing. I could then draw out missing information and
fill in the gaps. I could use these concepts to guide meetings from the side —
without seeming bossy and taking over.”

Reflection releases creative, innovative thinking. Personally commit to raise
reflective questions at every possible opportunity to examine values, encourage
the group and release creative thinking. Listen for the reflection generated from
the dialogue you iniiare. Listen for the knowledge and learning created from
the collective data. Such reflection often takes on a life of its own and can go in
unexpected and innovative directions.

One manager shared her experiences, “I've used these facilitative concepts
very effectively at work and also in parent-teacher meetings, Sunday school
classes, and especially with my three teenagers and my husband. I've also
taught our kids how to use these techniques and it seems to have helped their
confidence/artitudes/relationships/even their grades ... and that’s miraculous
to me!”

Summary

You can’t make people think together. People have to decide for themselves
that thinking together is needed; they have to believe it will make a difference.
In a time when full engagement of the workforce is crucial, reflection is the
number one tool. As we talk with each other, new perspectives and knowledge
turn into learning opportunities.

Tap into the natural thinking process when asking questions and release
individual “I” thinking and team “WE” thinking. As we reflect together, we
convert data and information into knowledge and wisdom. Experience the
magic of thinking together to figure things out.
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Move Beyond Talking to Action

“Knowing it ain’t the same as doing it.”
- Old Hoosier saying

Talking isn’t doing. We have all experienced sitting in a meeting and real-
ized that ideas were floating away like helium-filled balloons only to leave the
meeting thinking,

“Another meeting with lots of good talk but little action.”

“I don't understand why the same issues keep coming up over and over

again. We've already addressed these.”

“We started this project six weeks ago and we're still talking abour it.”

How do we bridge the knowing-doing gap that comes from “knowing too
much and doing too little.”" Jeffrey Pfeffer and Robert Sutton suggest that we
“Make the process of doing into an opportunity to learn. Sometimes even leap
into a project before you are completely sure it will work, just to learn from the
experience. Or launch initiatives before every last detail is ironed out.”

In the old paradigm we got used to someone above us being in charge,
knowing the answers and making the decisions. As a result, many employees
think, “I show up, you tell me what to do, I do it, you pay me, I go home.”
The “I do it” stage is the problem, as cither things don't get done or what is
done is not what is needed. People are uncertain abour learning from one
another and often jealously guard information. Or there is just talk and not
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action. As one manager commented, “We've been processing the information
for this project forever.” The result is unproductive action or no action.

Make Things Happen

“The challenge for business people is to draw new maps,
create new measures, reinvent themselves and their companies
in the context of the knowledge economy.”

- Alan Webber

It is time to quit talking and start taking action. Today’s challenge is to
shift mindsets and behavioral skills so that everyone knows how to make action
happen and takes responsibility for it.

The people involved in a given situation need to be the ones who solve the
problems, which means shifting the energy flow to the group. When people
broaden their perspective and work “on behalf of” each other and the task,
they can take responsibility for getting things done. Ownership is energizing,
awakening people to their own potential. They are empowered to make a
difference using their knowledge, tools and capabilities.

Where does your organization stand in equipping people (at all levels) to
think and act with a sense of ownership? Use the assessment in Figure 1 to see
how your organization measures up.

After determining the score on your assessment, determine which
methods and skills in this book to use to facilitatively and strategically shift
the “seldoms” and “nevers” to “always” and “sometimes.”

Invent the Future

It is often hard to imagine the future and identify the results you are
passionate about and willing to pay the price to achieve. Think of the results
you want, the ones about which you are passionate. Regularly ask the decep-
tively simple question, “What future results do I want to create?” Inventing
the future requires a sense of ownership. A sense of ownership in turn requires
learning from the past, living in the present and thinking in the future.

Learning from the past — your past as well as the experience of others
teach you how to craft the future and live in the present. Select mentors. Read
about them, find out what they did and did not do. Apply that knowledge to
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Assessing Workers’ Sense of Ownership

Always Often Sometimes Seldom Never

1. Do you attract and keep the best people? 5 4 3 2 1
2. Do people feel empowered? 5 4 -3 2 1
3. Does everyone have access to critical »

information? 5 4 3 2 1
4. Are people everywhere solving problems? 5 4 3 2 1
5. Is the work environment motivational? 5 4 3 2 1
6. Are people asking for training? 5 4 3 2 1
7. Are people encouraged to risk even to the

point of mistakes? 5 4 3 2 1
8. Do people listen to each other? 5 4 3 2 1
9. Do people operate from the big picture? 5 4 3 2 1
10. Do people exhibit passion for what they do? 5 4 3 2 1

Scoring Key:

10-20 Your organization is not operating in a shared “ownership” model.

21-30 There is some ownership but not enough to energize the organization.

31-40 The organization is working hard toward the goal of widespread responsibility and
ownership. Energy and enthusiasm are growing.

41-50 People are responsible and operating in an ownership mode.

Figure 1

your own beliefs: assess what is self-limiting and what is self-freeing.

Living in the present — creates tension with the future you are passionate
about. When you feel the tension between thinking in the future and living in
the present, you will take more notice of how you use time, make decisions,
allocate resources, arrange space, seck training and recognize and reward effort.

Thinking in the future — is all about passion, not wishes. Inventing the
future is not easy. Give yourself permission to make it up. Begin by making a
list of the results you are passionate about at work, at home or on a personal
level. The more you push at what you really want, the more you will wrestle
with giving yourself permission to do it, and the more responsibility for creating
the future will be yours.

If you work at this, you will experience more flexibility and more enthusi-
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asm in your response to daily situations. “Yes” will come more quickly than
“No.” You will feel less frustrated by the present and believe more strongly each
day that you can invent the future.

Check Your Own Attitude

We approach change with one of three attitudes.

Leave things as they are. “We've always done it this way” often seems
the easiest, but the attitude of maintaining the status quo resists change and
deflects ownership and responsibility.

Change for change sake. Sometimes enthusiasm runs ahead of methodical
and/or reflective thinking. This approach can lead to chasing every good idea,
and can (and usually does) boomerang. Making a change that isn't related to
strategic intent is apt to create more problems than it solves.

Work in the real world. This requires a thinking, planning, reflective
response and is the most reasonable choice when we are being facilitative and
effective. Look reality squarely in the face — neither denying nor polishing it —
asking “What is really needed?” “What is really going on?” “What is the
responsible approach?” As your orientation shifts toward the future, this
attitude moves you toward the important — that which will make a difference -
rather than the urgent — the squeaky wheel that seems immediate.

Reflecting on what you really want to have happen, both as an individual
and as a group, opens up your imagination to possibility. If you are passionate
about inventing the future, you need to ask yourself every day, “Whar do 1
really wane?”

Use Creative Tension

“Either you spend energy creating what you want, or you spend energy
coping with what you have. Which do you prefer?”
- Anonymous

The tension between what we want (vision) and what we have (reality)

is creative tension (structural tension as Robert Fritz* called it) and can make
things happen.
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Think about tension as the energy for change.

The challenge is to manage this tension between vision and reality so that
we can stretch ourselves and discover what needs to be done.

Think of a personal situation when you really wanted to get something
done and did it. Perhaps you completed a work project, remodeled a room,
earned a degree and so on. Look at the process in Figure 2 and fill in the blanks.
You will discover how this same process of thinking about what you want and
then facing reality leads you to the choices you make in everyday activities.

Process for Getting Something Done

(@ Your situation:
A personal situation when I wanted to get something done and did it.

@ The length of time I planned before I decided to start

What triggered me to start?
@My vision @ My reality
What | wanted was ... The reality I was faced

with was ...

. J

® The choices I made were ...

(® The follow-up I did was ...

(@ The results were ...

Figure 2
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Steps 3, 4 and 5 enable us to use the creative tension between the present
reality and our vision of the future. First, we picture the future (the vision of
what we want). Second, we identify the things that need to change so that we
can realize our future. And third, we choose how we will get there by strategi-
cally making a choice of where to allocate our time, energy and resources.

One participant at one of our seminars talked about running for the
school board. At first she thought she was running unopposed, but on the
final day for filing, three more people decided to run. In the following weeks
leading up to the election, she constantly repeated to herself what she really
wanted (to make a difference as a school board member) and what her
current reality was (three tough opponents with name recognition). The
tension between her vision and reality gave her the energy to knock on
doors for six weeks. She won!

Create a Practical Vision

Decide where you want to go. You have to make it up

because if you knew the answer, youd already be there. Begin
by talking about the future and what is needed. Study the
marketplace, track the competition. Create an urgency as you

Facilitative
Approach

talk with your team about what is going on. Then constantly clarify what you
want (not how to get it) and what you have (not why it got that way). Create
tension between what you want and what you have to generate energy and
heighten the group’s focus.

Creative tension is present when vision is alive and current reality is clear.
The trick is to keep the tension steady and ever forward-thinking. If you allow
the tension to slacken, the hope you generated will work against you.
Continually rehearsing the vision will ignite action toward that vision. Without
that rehearsal, the tension pulls you back to the present.

A practical vision creates a vivid picture of the future so people are excited
about what is possible.

* Focus the practical vision as much as possible.
“What would we see and hear going on if our meetings were as
effective as possible?” is a better question than “What do we
want for our meetings?”
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* Have people stand in the future and describe what they see going on.
“Standing three months from now and looking back, describe what
we will have done to successfully complete this project.”
* Paint as detailed and vivid a picture as possible to capture the vision.
When you can see it, you have a better chance of achieving it.
Ask reflective questions like:
“What will we be doing?”
“What roles will we be playing?”
“What tasks will we have completed?”
“How will we be managing this?”
“What will we hear people saying?”
“What systems will be operating?”
“How will we be relating to each other/other departments/
our customers?”
* Help people talk about what “I will be doing” so individual
passion gets tapped.
“Where do you see yourself in this practical vision?”
“What do you plan to be doing?”
“What interests you the most about this project?”
“What role do you need to play and why?”
“Where will your skills be best put to use? Why?”
* Help people think outside the box.
Suspend questions of time, money and authorization. These
questions limit thinking and are better addressed when thinking
about reality and choices. Keep the images both as creative and
practical as possible.

We have developed our vision when a clear, shared picture of possibility

has been created. When we can see it, we have a better chance of achieving it.

Identify Current Reality

Once the vision of possibility exists, most people get excited and jump into

“Here’s what we need to do,” bypassing the critical question of “What will stop

us?” or “What is in our way?” after creating a vivid practical vision. Instead,

you need to identify possible barriers or blocks. You don’t work on the vision,
you work on removing the blocks to the vision. Blocks are the root causes that
stop the vision from becoming reality.
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A barrier or block is:

* a roadblock between what exists and your vision of the future
* a challenge, not something “wrong”

* a window into the action needed

* the cause of the frustration, not just a symptom

* a clue to what is not happening, not “a lack”

Blocks may be structures, situations, procedures, routines, atticudes or
policies that prevent the vision from becoming a reality. Seeing the real
situation may be painful, but it is crucial to igniting action toward the vision.

When the vision is clear, it will throw a new light on the present situation
and make the blocks stand out in stark relief. For example, a messy room is not
a block until it is clear that the vision is a pleasant work environment, free of
clutter. Similarly, a noisy, constantly interrupted work environment is not a
block until it is clear that fully engaged workers are part of the vision.

Identifying blocks does not need to be a formal process. The objective is to
observe and describe what is going on in the present situation as it relates to
the vision. If you want a more formal method, need a way to handle a lot of
data or want to involve a number of people in the process, you can use the
Workshop Method, a five-step process defined later in this chapter (pages 137-
141) which is designed to capture a group’s thinking and move to a resolution.

Typical blocks and their location in today’s workplace are apt to be those
listed in Figure 3.

Look at the current reality to detect the blocks to your new vision. Include
the critical question, “If this practical vision is to become our current reality,
what will have to change?” Ask lots of reflective questions to find out what will
stand in the way.

“What will need to change for us to reach the vision?” (Pay close attention
to values, beliefs, and mindsets)

“What roadblocks will we encounter as we move toward our vision?”

“What underlying challenges do we need to address?”

When you are trying to figure out what needs to change, it is important to
focus on what you see and hear. Objectivity is critical, along with the ability to
keep asking the question, “Why is this still going on?”

Sometimes the conversation on “What needs to change” raises the question
of “What is in/out of our control?” If this happens, encourage people to divide
the list into “within our circle of control” and “within our circle of influence.”
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Things “within our circle of control” are those actions and events that we are
empowered to decide. Things “within our circle of influence” are actions and
events over which others will decide, but about which we can make sugges-
tions. Keep in mind the things that are working now.

“What in our present situation is working with us?”

“What can we use to our advantage?”

Location of Blocks That Are Barriers to
Effective Action

Locations Descriptions

.. « unfocused, short-range,
Purpose and vision unclear, unsupported,
: past-oriented

Values * nonoperational, undefined,
conflicting, weakened

* bureaucratic, fragmented,

 ; ,Enﬂff’nme“t past-oriented, neglected
Dk * minimal, underutilized,
Innovative methods ineffective, short-range
. * cynical, passive,
Attitude unenthusiastic, irresponsible

S  unclear needs, obsolete
Customer issues feedback, narrow definition
o of the customer

Accessfto information » costly, excessive, disorganized,
limited, ineffective

* confusing, overlapping,

Expectations undefined, bewildering
| Accountability | misunderstood, misleading,

inconsistent, unfocused

i

Figure 3
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Lack of time, money and people are not blocks. They are symptoms of
unresolved issues. Look at the systems, structures and beliefs that make these
seem like barriers or blocks. Figure 4 shows the clues to the real blocks.

Clues to the Real Blocks

Obvnous answer Closer to the real block

1 1 Mixed priorities; too man ‘high
; Lack of time .,.pnmgs y hig
"Unclear of the 1mportance

Missing knowledge about the cost of |
things

; 'Confusmg budgeting process

* Unclear financial priorities for work
Limited buy-in for what is needed

Lack of people Inadequate recruiting, hiring and/or
retention process

Lack of money

R PP C U oS ST AR OS R T 2 e TR e e or oo T

R EE RR I  ET  E

Figure 4

Listen to each other long enough to discover the real blocks and their root
causes. When a block (what needs to change) has been clearly stated, it points
the way to what needs to be done to remove it or work around it.

The managers and supervisors for an assisted living facility met for two
days to articulate their practical vision and current reality. Two elements of
their vision were: Provide Quality Care and Develop Effective Teamwork.
They stated that the blocks to these elements of their vision included:

» We don't make service a priority

o The turnover of staff is high

The statement of these blocks opens the window for these managers and
supervisors to discover new ways to make service a priority and to support staff
to reduce the high turnover. Once blocks are revealed, people tend to feel both
overwhelmed by what needs to be done but also relieved to finally see how to
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deal with nagging issues and concerns. This is a good time for reflective
questions to help a team take ownership of what needs to happen:

“Which of these blocks will be easiest to deal with and why?”
“Which will be the most challenging and why?”

“What do we see now that we didn’t before?”

“What have we learned about our present situation?”

Choose the Future

“Tension is the source of creativity.
It calls for and produces a response.”
- Basil Sharp®

Focus the choice of actions to remove blocks to the vision. Since what we
have to work with is time, energy and resources, the choices we make need to
focus on the use of time, energy and resources to make actions strategic rather
than random.

Step 1. Brainstorm actions that will remove the blocks

The more detail, the better. Focus thinking by asking:

“What action would remove this block?”
“Why is it strategic?”
“How does it lead toward the vision?” (Detail provides specific
action steps)
“Whar actions would remove several blocks?”
“What actions do we need to take in the next three months?”

Step 2. Develop Strategies and Actions

Decide the strategies, the broad arenas of action that will address the
blocks to activate the vision. Then work with each strategy to
determine the concrete actions you could see someone do (e.g.,

An employee energy savings plan strategy might have a van-pool
action). The actions need to be doable and include what che

team can do.

Skills training is often identified as a strategy, yet innovative
methods, rather than basic skills, is the point of leverage in the
knowledge dynamic in the organization (see page 44). When skills
training is identified as a strategy, reexamine how to achieve the
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most leverage. Examine the idea that more knowledge may be
needed by thinking through innovative methods — practical
knowledge, experience wisdom or formal methods. “Do we need
innovative methods to reinforce cross-interaction between
teams?” (leverage points — develop innovative methods and release
team spirit). “Is clarity of expectations and leadership modeling
needed?” (leverage point — articulate clear expectations)?
Strategic actions happen when time, energy and resources are
allocated to remove blocks to the agreed-upon vision. Audit the
use of time, energy and resources to remove blocks.

“How are we solving day-to-day problems?”

“What priorities are on our agenda?”

“How are resources of people and money allocated?”

“How do we use our time and space?”

“What needs to change in our communication, in our

training, in the stories we tell?”

Step 3. Prioritize the Actions

Develop a timeline for detailed action. When building the timeline,
consider everyone’s limited amount of time, energy and resources.
Clarify what to stop doing, start doing, keep doing and do
differently to accomplish the plan. Success depends on how well
you prioritize.
Figure 5 is a sample template for a time chart of actions. Across the
top of the chart enter time periods for various actions. In the left
column, write each strategy. Use sticky notes for each action step to
make it easy to move the steps around in the process of prioritizing.

Work on the action steps either as a large group or in several small teams if
the plan is extensive and you need more time to decide action steps. This is a
“divide and conquer” strategy that works well when there is more to do in the
designated time than one group can do. Additional actions often emerge from
the conversation as work is done on prioritizing the strategies.

There is a tendency to put most action steps in the front end of the time
period. Such enthusiasm is great but can get squashed by the reality of limited
time, energy and resources. The closer the time period is to the present, the more
details each action step needs to include. For deadlines that are further out, you
can create a plan with fewer details, adding derails as the time period gets closer.

130



Ignite Action

Time Chart of Actions
Jan.-March | April-June | July-Sept. Oct.-Dec.
What: What:
Strategy #1 Identify steps to| Communicate
. 3‘:8“,, the “can | and implement
L Why: show
. | Focus on s opark | seriousness
-.| the Important| Who: Joe and ;’th Joe and
' Where: lunch - | Where: news-
room. letter and
' bulletin boards
4 What: What:
Strategy #2 Meet to decide Give feed-
areas of back to group
| influence to take next
Test the Why: get steps
Waters inside the Why:
energy celebrate team
Who: Norma Who: Donna
and Myra and Scott
Where: staff Where:
meetings council
# What:
Strategy #3 Show Ideo
video in
Provide breakrooms
Cheerleading Why: relief
to Build the and recharge
Team Who: Jill and
Juanita
Where: break-
rooms
Figure 5
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Have the group look back through the initial time chart of actions. Reflect
together on the prioritizing process.
“Which actions must proceed others?”
“What else is on our calendars that isn't on this chart and might
impact our plan?”
“If someone new just walked in, what would they say we are trying

to accomplish in the next period of time?”
Step 4. Assign the Actions
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Clarify who will do what by when. Build the action plan in “real
time” by considering what is already on the schedule as you add
action items. Complete the time chart by clarifying the remaining
W’s: Why it is important to get done, Who will do which part of
the job, Where it will happen. (What and When have already been
decided.) Ask people to think about how each action positions

them to remove the block and reach the vision. As you facilitate

this conversation, keep the Dynamics Screen and the leverage points
(page 44) in mind. Guide the conversation to gain the most leverage
from anticipated actions.

Detailed action plans that extend beyond ninety days will most likely
change. As part of the process, meet at least every quarter to assess
what has changed and what you've learned. Refine the next steps as
is necessary. It is important to keep remembering that we have the
power to choose. The tension between what we want and what we
have requires a choice.

The V-R-C facilitative process as recapped in Figure 6 helps us
choose wisely. It shows the need to harness the creative tension
between what needs to happen (practical vision) and what has to
change (current reality) to reveal the strategic actions (critical choice)
to be taken.

“A change in perception does not alter facts.
It changes their meaning though - and very quickly.”
Peter Drucker®



Ignite Action

The V-R-C Process

Focus Question: What do we
and wh

What needs to happen?

*What do we really want?

* Which aspects excite us?

* What will people be doing and
saying? How will it impact people?

want to accomplish
when?

What has to change?

* What is blocking us from our vision?
* Why isn’t the vision happening now?
* What are our concerns?

* What is currently going on?

* What is needed in this situation?
* What needs to be started,
modified or continued?

Indicators that there are BLOCKS:
o feel powerless
* experience burnout
» working below capacity

Indicators that there is PASSION:
* want it badly
o think about it constantly
e talk about it all the time
* work on it daily

Creative Tension

What strategic actions can we take?

* What can we do to remove the blocks
to our vision?

* What choices do we need to make?

* What will it take to get this done?

Indicators that there is MOMENTUM:
* perceive things differently
* work becomes fun
* vision becomes reality

Figure 6
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Spark V-R-C. ...

... to Provide Direction
If action is not happening, some element in V-R-C (vision,

reality, choice) is missing. You have already determined the
vision. A good look at reality has revealed a window on how to

How-to Action
move. So it must be direction that is missing for the action.
Ask questions to figure out what to start, stop, keep doing or
do differently:

“What do we need to stop doing?”

“What are we currently doing and how does it need to change?”

“How does this fit in with other priorities?”

“Do we have our time and resources allocated effectively?

Why or why not?”

Listen for the real priorities that make things happen.

Listen for the real priorities that make things happen. If you do not hear
any, help people verbalize them. Listen to determine which area, vision or reality
requires the most attention so that tension creates the energy for choice.

When vision needs emphasis, for example, give people help in seeing possi-
bility. Ask questions that point to the future:

“What do you want to get accomplished?”

“How will things be different in six months?”

“How will people be thinking differently?”

“How much of the vision is shared by the whole team?”

Listen for how clear the marketplace needs are. Do we have common
operating values and clear roles? Listen for clarity in the specifics and, if fuzzy,
help people create claricy.

Reality needs emphasis if people are excited about their vision but cannot
sustain actions to make it happen. Ask:

“Where is the marketplace challenging us to change? Why?”

“What in the present situation is working against us? Why?”

“What is it that people do not want to change? Why?”

“What is the biggest struggle from your perspective? Why?”
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Pay close attention to what people don’t say when they are talking about
why they cannot move forward. Make sure their assumptions are out in the
open. For example, prompt, “Could you say a little more about your thinking
on this?” “Share with us the thinking behind your statement.” “Why is that

important?”

An investment company’s managers were putting together a 401(k)
presentation for their clients. They usually lectured, but clients were
requesting more education. The idea of being more facilitative in their
presentations raised a number of questions:

“Wasnt being facilitative going to mean adding a twenty-minute

activity to the presentation we already have?”

“We have our presentation down pat, so why work harder?”

“How can we deal with people who don't give the expected answers?”

“We can probably engage a client who is a high school graduate but

what can we do to engage the PhDs?”

The managers chose one curriculum module as a pilot to learn how to
shift the style from ‘presentation” to ‘facilitative.” Their intent was to help
clients become better decision-makers for their 401(k) assets. A chart of the
current curriculum revealed ways to spark V-R-C to provide direction and
Jacilitate the learning process. Incorporating reflective questions would ensure
engaging the clients in building their own retirement plans. This allowed
clients a new sense of direction. Figure 7 (page 136) illustrates the facilitative
plan they designed.

“Action will remove the doubt that theory cannot solve.”
- Tehyi Hsieh’
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Retirement Plan Services — Investing with a Purpose

Opening
Outcome for the
resentation:
amapants continue

or start) to full
fmlxze their 40fv (k)

plan.

Intent: Know ~ the
power of compound
interest, two types of

3 risk, diversify
1 Experience ~ This is
| about ME. Driven by

my hopes & dreams,
sobered by reality,

1 moved to take action.

* Hello

¢ Lots of reasons for
us to invest ~
retirement is our
focus

| + We will approach

this by looking at:

1. Vision for your

retirement life
style

| 2. What it will take ..

find your #s

| 3. The Three

Principles

Achieve Your Purpose with the Three Principles " Closing
Strategic Choices Reflection:
Vision Reality Principle #1: Let Principle #2: Get Principle#3; | Take a minute
: Your $$ Work for You | Ahead of Inflation - Find Your Mix through notes.
Compound Interest Know Your Risk , .| They write in
- BT "| their book.’
- Vision for | « What it will * The result of « Inflation example | '« Why dive t"::;f-' “"hn;l; ; :J’:l‘:
your take compound interest e : prespe?xtauan?
retirement R coo oo What do these
life style " .| 1. Each person Reflection: What Reflection: Their -*The 401(k) options in- | tell s t0.do?
R ) finds his /her strikes you? illustrations of this | youtplan (useas a  way: | Listen for
: own numbers concept, then our  |: toreview stocks, " | opporiunities to
Interaction: - illustrations q : | teach. :
Worksheet - | Interaction: g : i S
= .| Locate your #s * Lesson: Pay ; Rtg‘lecuon Thelr | * Enroll in
and write them yourself first experiénce mth stack.s automatic
1 down : i investment
* Know yourrisk:  |.* L plan
2. Sources for two types ,‘Imeracnon o «Take
retirement $3 |  Interaction: Chart to Assessmem to ﬁnd your advantage of
Sfigure out what you ) M dollar cost
Reflection: Who |  need i : 2] averaging
is ready to try Reﬂejction: What dld L
out for -you learn/discover? « Invest for the
“Millionaire"”? Interaction: Ask (This reflection lets long term
participants to participants define the .
Transition: On identify next steps lesson of this section.) - | ® Be patient
Transition: gV’s “Want to o B Sl Closi
e a : sing:
leI:,); tz'x o)uor“ Millionaire,” -Ask for Action Tell vision-
hopes and there is only Transition: Let’s pull : :ghty-chonce,
dreams, itis | Yoo g Transition: this all togetherby - | “Kenp your
" With the 401(k) A P Yo!
important to everyone wins. Transition: Good Lesson: Let both mwewmg the key Retirement
check out Let’s look at the |  news/bad news types of risk help points. - * | Vision in
reality also. those principles you find your MIX. .| Focus.”
now.

Figure 7
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Spark V-R-C ...

... to Problem Solve

V-R-C can be used to guide your problem-solving efforts. For example, a
consensus Workshop Method can be used with a group to discover the vision,
determine reality and/or decide choices.

The consensus Workshop Method captures people’s ideas and moves a
group toward a resolution of the group’s focus question. The method is highly
interactive, going beyond individual ideas to create new insights and generate
ownership for the intended result. The consensus Workshop Method converts a
brainstorm list into action, then builds on the results, creating action projects
with tangible accomplishments, milestones, completion dates and delegated
responsibilities. Jon Jenkins, in 7he International Facilitator’s Companion, says,
“The Workshop Method enables people to see new relationships. It helps a
group work cooperatively. It is intended to enable a group to build a model
and come to a decision. It is a tool for creating a polylogue (a many-sided
discussion).”®

The consensus Workshop Method follows the sequence shown in Figure 8.

The Workshop Method

The Focus * focus question to be

B ra i nstorm i n g addressed to provide

-

common gmmm’

« gather ideas and
information

= categorize ideas into
groups and patterns that

C ate go ri zi n g add meaning to the ideas
v = name the patterns in order

o to take ownership
Naming :
» formulate action steps that
1
Action Steps move beyond discussion

Figure 8
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#1. Create a focus question

Usually the manager or person facilitating the discussion/meeting creates
the focus question in advance. Prior to the workshop, consult with several of
the people involved to verify that the focus question is on target. Then, before
the workshop, write out the focus question. Include the topic and time frame.
For example, “How can we reduce the operating budget by 10 percent without
a loss of customer satisfaction within the next two years?”

At the beginning of the workshop read the focus question, and, if possible,
post it on the wall for everyone to see during the workshop. Verify that all
participants are in agreement on the focus question before moving forward.

“Is this what we need to be focusing on?” “Are we all clear? Is there anything
you do not understand about this question?”

#2. Brainstorm ideas

Brainstorming releases people’s insights and creativity. Ask participants to
put ideas down on paper so they can share them with their working group. If it
is a large group, work in smaller groups to pull together the best ideas.

1. Ask individuals to write down five or six ideas (vision elements, issues,
actions — depending on the intent of the workshop) that would address
the focus question. Encourage them to write whatever they are thinking
without self-censoring (e.g., “This is a good idea, but too costly, time-
consuming for me to add.”)

2. Have them star their two best ideas.

3.1In small groups of three to five people, have participants:

— Share all starred ideas

— Eliminate duplications

— Quickly review the rest of the ideas and pick out any other
important ones

4. Share ideas as a whole group. Put selected ideas on the wall (sticky notes
or list on a white board) in a three- to five-word summary. If you need to
put more detail, capture it on a note pad or the reverse side of the sticky
note. Clarify but don’t critique when sharing brainstorming ideas. Be
sure that each participant has an opportunity to share at least one idea
(round robin), then let the ideas fly. Remember to write down the exact
words a person says when recording on the flip chart.
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#3. Categorize ideas into patterns that give meaning

1. Organize the ideas by grouping them into categories of shared intentions.
Listen for how the information leads to new insights as it is shared.

Ask people to put similar ideas together. If listing on a white board,
you can use various symbols (triangle, square, star, etc.) to code similar
ideas. Choose a different symbol for each category. Decide the symbol for
each idea by asking, “Is this like ... (a previous idea with a circle, square,
etc.)?” If ideas are on sticky notes, group them by similar ideas in
columns on a white board (or wall). Ask questions that help people see
patterns and/or categories:

“Which ideas have similar intentions?”
“What is the common thread tying these ideas together?”
“Does this make sense — any other perspectives?”
“Could you say a bit more about why you see those two
are the same?”
As you categorize ideas have a screen in mind (e.g., the Dynamics
Screen: economic-political-cultural or markets-purpose-involvement).

2. When working with columns on the white board, put a temporary name
on the categories, A, B, C, and so on, as they begin to form. Don’t force
an idea into a category. As data are put up, more categories may emerge.

3. Ask teams to look at the remaining ideas and determine if they go in one
of the categories or if they belong to a new category. Place ideas in the
appropriate category. Continue this process until all the ideas have been
categorized. Read through the new additions. Check for clarity.

Thinkabouts in Categorizing | EFm
* Typically, 80 percent of the categories will emerge in the - QR
first half of the brainstorm data.
* Be careful that categories don't form too quickly. When
there are a lot of data, there is a tendency to overprocess
and not create enough categories. Usually there will be

| Thinkabout

four to seven categories.

* Pace the categorizing process. Moving too slowly will not keep people
engaged. Moving too fast might lose some people.

* When a group struggles to decide where the data go, it is helpful to ask
the person who wrote it, “Tell us more about what you meant by ...”
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* Don't let one or two people determine categories as this diminishes group
ownership. Keep tuned to the group, not the sticky notes on the wall.
Continue to ask questions: “Does this make sense? Any other perspec-
tives? Let’s move this there for now and move it again later if needed —
ok?” If needed, re-categorize to capture the uniqueness that might have
been missed.

# 4. Name the categories

Giving a name to something gives it meaning. The name of a category
allows the group to see its implications. Coming up with a name is three-
fourths of the solution. Several ideas might move to another category during
this step.

To guide the group’s thinking about assigning names, ask questions that:

1. Determine the topic represented by the category — communication,
training, leadership, purpose, etc.

2. When discovering the root of a problem, add a difficulty word to the
topic by asking, “What is the difficulty here, what do we have now in
(topic)?” (e.g., unpredictable communication channels, limited training
opportunities, controlling leadership, etc.).

3. When determining an action, add an action word to the topic by asking,
“What do these ideas tell us needs to happen with (topic)?” (e.g., create
regular communication updates, design new orientation training, clearly
define the purpose, etc.).

Encourage people to create a sound bite that captures the information in a
given category. The more memorable and descriptive the name is, the more
vivid and memorable the information. Do one together. Then, if just a few
people are doing all the talking, assign small teams to work on naming the cat-
egories. Write the category name so it stands out (use a different-color sticky
note, a different-color marker, or put a box around the name, etc.).

When a group bogged down in trying to name the categories, finally, one
participant asked the facilitator, “You know more about this than we do. Why
don’t you just name the categories?” The facilitator’s response revealed the pur-
pose of the naming process when he said, “You are the ones who have to save
this company, not me. Therefore, the names need to be your decision.”
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#5. Determine next steps to move beyond discussion to action
This step turns “lots of paper around the room” into “so what does this tell
us to do?”
1. Read through the category names. Then ask, “Does this capture our
thinking about (the focus of this workshop) — why or why not?”
2.Remind people of the vision (as in V-R-C), then ask, “What needs to
happen next to move these ideas to action?” It is not always necessary to
create new “to do” lists. Look at what could be done differently — the
weekly meeting can be refocused, the conversations in the hallway can
take on a new intent, the project team can be redirected and so on.
When thinking gets “locked up,” break it loose by creating multiple
scenarios, “what if we did ...” scenes.
Close the workshop with reflection, for example:
“What is one thing we did here? Somebody else?”
(get many responses)
“What was easy about what we did?”
“Where did we struggle?”
“What difference will this make?”

“What have we said we need to do next?”

See Brian Stanfield, 7he Workshop Book, From Individual Creativity to
Group Action, for more on the Workshop Method.’

Spark V-R-C ...
... to Motivate
Passion is the fuel that keeps the internal motivation burning.
Tapping into people’s passion requires aligning passions with practical
vision. Figure 9 (page 142) is a graphic of the research in If It Ain’t Broke, Break
1. As illustrated, when people have a passion of seven or higher for a project

(on a scale of ten, with ten being high), the project is almost always successful.
Passion of less than seven means the project will probably not succeed.

141



The Facilitative Way

Align Passion with Moving Toward
Practical Vision

With Passion for a project of 7 or above (on a scale of 1-10),

we get it done most of the time.

Task that

needs to be done.

Task that does not
need to be done.

 Redirect the person’s F

Passion is revealed when people are:

* willing to make things happen

* taking responsibility

¢ choosing to do what is needed

Passion is Give the person e Cperson’s . -
greater support. ~ passion by emphasizing
than 7 - thepractical vision.

Pasionis| Helpthoperson
than7 | S8Y“Yes"tothe Learn to say NO.

Figure 9

* defining their role relative to the vision
* using their imagination to figure out what hasn’t been created yet

Listen for the level of passion:

“How much are people talking about their vision?”

“How many questions are people asking to discover more details and

clarify challenges?”

“What are people saying to get others involved?”

“What are people excited about creating?”

“Why is this important for our future?”
When you are thinking facilitatively, you:

. uncover passion
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* Watch for where people use their creativity or choose to do whatever is
needed.
* Listen to what people are excited about or what they are asking questions
about.
... support passion
* When the passion bolsters what needs to get done, support it. Do the
things you would want others to do for you.
* When the passion does not support what needs to get done, redirect it.
... redirect passion
* Build a bigger picture for what needs to happen.
* Help people understand WHY this is more important than what they are
already doing.
... Create passion
* Include others in creating the plan.
* Remind people WHY what is being done is important.

Look through the following list. Check out which things

indicate that passion levels are low: i

working below capacity being defensive

blowing smoke feeling trapped ‘
playing political games experiencing burn-our
fearing the unknown experiencing powerlessness

operating with a “no” mentality  pointing blame
letting routines get you in a rut  trying to stay out of trouble
whining about the way it is
Vision and possibility need more emphasis to motivate and reignite passion.

Spark V-R-C ...
... to Operate Strategically

“Would you tell me, please, which way I ought to go from here?”
“That depends a good deal on where you want to get.”
“l don’t much care where.”
“Then it doesn’t matter which way you go.”
- Lewis Carroll*
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Sometimes we sound like Alice in Wonderland, not sure which way we
want to go. To be strategic means to artfully and knowingly think through
what it takes to achieve the preferred goal, concentrate on both the big picture
and the details and to make it happen.

Lance Armstrong and his team in the Tour de France are constantly
thinking through all the factors that might influence what happens: the
climate, others’ riding styles, what has occurred already, what is on the road
ahead, when it is strategic to make a move, what was learned from the last
Tour, and so on.

Thinking and acting strategically allows a team to recognize
and take advantage of opportunities, to figure out what is
needed and decide what to do.

Thinking strategically helps the team to imagine how a situation can
evolve. It allows the team to deal with the actual blocks to the vision, not just
the symptoms.

Employ one or more of the five strategic modes below to ensure
effectiveness in implementing actions.

1. Intensive strategy — the use of maximum power, energy and
effort to demonstrate what can be done.

2. Extensive strategy — a wide move to explore strengths and
weaknesses.

3. Symbolic strategy — a declaration of victory before the action.

4. Probe strategy — a fast, often high-risk move to try out an idea.

5. Flanking strategy — a defensive move to protect against surprise.

Figure 10 further defines how to use each of the five strategic modes by
stating the objective of each strategic mode, the number of people to involve in
each and the amount of energy that is needed.

Meet at least quarterly to measure progress. The vision or blocks to the
vision may need to be updated, and strategies may need refreshing. Build in
accountability for implementation — who does what, by when, where and why.
When you agree to check in with each other regularly, you can monitor how
well the strategy is working and evaluate the overall impact, allowing for mid-
course adjustments (more typical than not in times of constant change).
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Five Strategic Modes
. P v Enel Key Action -
u Strategic Mode Objective ll?e‘;;ﬁi:eldnen : Neesgyd an%xample
| 1.Intensive To demonstrate Assign a small Stay focused but A small team
i]  Strategy  thatsomething can  number: the realize this uses is assigned to
: (aprimary  be done. best people. the most time create the
5 strategy) - ' and effort of the ;"‘,"“ physica
: five modes. ayout for the
new office.
2. Extensive  To inform many Communicate Create the big Everyone on
- Strategy people who need with all the picture for a the commission
(a primary to know what is people involve!d: broa<|i base of "'?;;%1;2 ion of
oing on. et more e ople. é
strategy) going %zn ' loongp peop! a possible
policy change.
“l 3.Symbolic  To create unity Focuson creating’  Create the Stories of “who
i Strategy and spirit. an atmosphere symbols that we are helping”
(a primary that supports reinforce are displayed
strategy) what is needed. purpose. Spend to remind people
Involvement time and energy of why we
varies. - as needed. work here.
4. Probe Totestanideaor  Limit Choose a focused = The bank teller
Strategy learn as much as involvement to effort rather than supervisor
! (an exploring  Possible about those who have a commitment of PILOTED the
0 strategy) something. a passion for lots of people and ~ use of the new -
. the effort. time. Create manual
evaluation criterja,  #/@nsaction
machine.
5.Flanking  To protect or Keep close Anticipate what Area offices
Strategy  support communication:  will happen. Use are notified
(a guarding information or involvementlevel  a low emphasis. of upcoming
strategy) a project as varies. changes that
needed. m&ht impact
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Spark V-R-C ...

... to Position People to Take Action
Igniting action is triggered with V-R-C (vision-reality-choice).
Implementing action often requires positioning people, the situation, the team
and the organization for what needs to be done. Let’s look at how using ALPS:
Awareness, Learning, Piloting and Sharing can help position people for effec-

Figure 10

tive action. Incorporate ALPS (see Figure 11, page 146) into your daily interac-

', tions to ensure an intentional journey toward responsible action.
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ALPS

Q\s“,ose & Yaly,

Awareness j’ Learning

Piloting ; Sharing

action

1

Figure 11

A _ Create Awareness so people wake up to new possibilities and take respon-
sibility. Build images of the bigger “why” — why this task, why now and why
us. Create stories about the purpose of any new plan and the team’s role in
creating and implementing it.

Remind and challenge people to be aware of opportunities to take respon-
sibility. This awareness is created through the way time, space and relationships
are used.

You need to create more awareness when you hear:
“Now, why are we doing this?”
“But how can we possibly ...2"
And see:
¢ Individuals not assuming responsibility
¢ Little understanding of consequences
To create awareness:
1. Set expectations that “stretch” responsibility. Tell people why you think

f
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they can reach new levels of performance, initiative, leadership, responsi-
bility and so on.

2. Hold people accountable for new expectations.

3. Praise accomplishments, and when “powerless” language creeps into
the conversation help clarify goals and explore alternatives. Offer to
“think together” about challenges, asking such questions as, “What
responsibility do you have? What else could be done?”

4. Remind people of the purpose, the task, the vision. Display images
(posters, banners, charts, etc.) of these in the work area.

5.Ask, “What do you think needs to happen?” when you are asked,
“What do I need to do?”

I- — Generate Learning as the task progresses so everyone has increased

g ry
knowledge and capabilities. Use conversations on the task as ways to save time,

y

energy and resources. Get to know team members, their strengths and interests.
Demonstrate listening and caring by paying attention to what people are saying
and listening with a “third ear” so people experience being heard. Learn from
each other.

You need to generate learning when you hear:

“We keep making the same mistakes.”

“If we could spend a little time getting up to speed ...”
And see:

* The obvious not getting done

* Activity going on that is unrelated to the plan
The following four suggestions help generate learning.

1. Set up mentoring relationships.

2. Share relevant articles and information (include customers’ and
competitors’ information) and reflect together on what you are reading
and what it means for the daily work.

3. Ask individuals to identify areas of learning they feel would help them
meet expectations. When people return from a workshop or class, ask
“What did you learn? How can we apply that?”

4. Help people reflect on how much they do know. “I understand you have
been working on the registration process. What are some of the activities
you have been involved with? Where are you having success and why?
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Where are you running into challenges and why? What are you learning?
Where else can you/we apply what you are learning?” Create a climate
that helps people think like this about everything they do.

P_ Encourage Pilot projects. Innovate and experiment — test some things out
as the work progresses. Build in tolerance for trial and error to encourage team
members to learn from experimenting, and show support for people who try
out new ideas. Enable people to venture beyond their comfort zone and take
risks. Continue listening and observing, noting areas of growth so you can
challenge them in new ways. Piloting ideas is one of the best ways to encourage
calculated risk-taking and to build a learning environment in which empower-
ment thrives.

You need to encourage pilot projects when you hear:
“We didn't get it right the first time.”
“We need something tried in a safe environment.”
And see:
* A few people eager to try something new
* People locked in debate about what will work or not
The following four ideas help encourage pilot projects.
1. Encourage people to pursue their passions. Set agreed-upon expectations
and let them run with it.
2.Let people try out new areas of assignment in the context of a pilot so
that a learning environment is created.
“Try this out. Be mindful of what you are learning about what works
and what doesn’t work. Then, let’s talk about what adjustments
need to be made so the next attempt is even better.”
3. The next time you hear, “I can’t” or “They won' let us,” suggest a pilot
project, if appropriate. Ask, “What can we try and learn from?”
4. Foster a “quick test” environment. For example, when debate starts about
what “that other department can do,” stop the debate and test it out.
Pick up the phone and ask the necessary questions.

S _ Practice Sharing so people are continually learning from each other. Shape

communications for task-oriented sharing by building sharing and learning
into every meeting. Ask questions that will enable thinking together.
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Practice sharing when you hear:
“We keep reinventing the wheel.”
“We don’t really know what they are doing.”
The same questions keep coming up on different teams.
And see:
* An “us” and “them” attitude
* Ideas caught in silos
Six ways to practice sharing include:
1. Discover how to use what is working in other situations.
2. Involve people in discussions that affect their work area.
3. Encourage cross-functional workgroups.
4. Put people rogether who have not worked together before.
5.Help people see the power in sharing information across boundaries by
sharing information with those who need it (e.g., get customer feedback
to the people that are directly responsible for providing customer service).
6. Create an empowering atmosphere by asking:
“Where else can we apply what we are learning in this situation?”
“Why is this so important? What difference will this make? Can you
say more to help us understand your thinking?”

Check for Comprehensiveness
ALPS can help you think through the process of positioning people to take
action. Because you want action to be comprehensive, check how you can use
the nine dynamics (Markets, Resources, Operations, Identity, Knowledge,
Style, Involvement, Controls and Decision-Making) to screen your action
steps. For example:
Situation  The new team assistant, Robin, had transferred from another
organization that stifled responsibility.
Vision You want Robin to take initiative and fully utilize her talents.
Reality She doesn’t seem confident to pick up tasks and make things
happen even though. she is skilled to do so.
Choice Help Robin see herself as an equal member of your team and
gain confidence in her ability to give input and take initiative.

149



The Facilitative Way

PURPOSE

Definition Dynamics
of the Three Basic Dynamics
Level 2

Identity

who we are

Cultural
why

Style

how we act

Knowledge
what we know

Involvement

who we serve who is responsible

Political

how

Economic

what

Decision-
making
how we decide

Controls

Operations
what we guard

how we produce

Resources
what we have
to work with

TASK PROCESS

Figure 12
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The following action steps may help Robin see herself as an equal member
of the team.
Awareness
* Define her tasks and broaden responsibility
* Clarify her expectations
* Ask for her suggestions and use them so Robin sees herself
as a valued team member
Learning
* Watch for aptitude
* Encourage desk-top publishing interest, supporting Robin in
attending classes
* Suggest and help with new roles
* Send Robin to an investment class to learn more about
our business
Pilots
* Give Robin smaller new tasks to develop her confidence
* Use some of Robin’s ideas
Sharing
* Ask Robin for her input where appropriate
* Include Robin in team reflections on the week
* Urge Robin to share what she is learning
Now let us use the Dynamics Screen (Figure 12) to check the comprehen-
siveness of our actions with Robin.
1. Do we have action steps about the Markets (products & services,
customer needs, delivery strategies) Dynamic?
We need an action step here — Robin needs to be made aware of
our customers and their needs so she can be as effective as possible.
We did address sending her to an investment class.
2.Do we have action steps about the Resources (basic assets, technical
capability, needed skills) Dynamic?
We need to add an action step — help Robin understand she can let us
know if she needs additional resources. Shell need to be made aware of
any resource restrictions.
3. Do we have action steps about the Operations (core processes, operating
systems, specialized abilities) Dynamic?
We addressed this — Robin was made familiar with our current processes
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and asked for her suggestions on improving them. We also watched for
new abilities.
4.Did we include or need action steps about the Identity (unique benefits,
common purpose, work environment) Dynamic?
We covered this — we helped Robin understand the purpose of tasks and
broadened her responsibility. She knows how the work environment
contributes to her workday.
5.Did we include or need action steps about the Knowledge (fundamental
expertise, shared values, innovative methods) Dynamic?
We covered this — we're watching Robin for aptitudes. We are
encouraging desk-top publishing and sent her to an investment class.
6.Did we include or need action steps about the Style (individual roles,
team spirit, flexible configurations) Dynamic?
We covered this — Robin is included in the team’ reflections, she has
already suggested and helped with new roles. We've urged her to share
what she is learning.
7.Did we include or need action steps about the Involvement (appropriate
compensation, significant engagement, increased responsibility) Dynamic?
This received a big emphasis — we asked for suggestions and input, and
used some of Robin’s ideas. Robin is included in the team’s weekly
reflections. We've given Robin some smaller new tasks.
8.Did we include or need action steps about the Controls (fiscal guidelines,
legal requirements, monitoring structures) Dynamic?
We might want to add to our action steps — clarify with Robin our
performance measurement system.
9.Did we include or need action steps about the Decision-Making (appro-
priate consensus, clear expectations, regular accountability) Dynamic?
We covered this — we have clarified expectations with Robin.

Sustain Momentum
Systems naturally fight to return to the way they were.
Usually there is enthusiasm and energy when a project is launched or a
plan is initiated, but often momentum slows as barriers and obstacles begin to

confront us. An intentional push is needed to sustain momentum. You can
sustain forward momentum by the way you:
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* Keep the practical vision in front of everybody all the time. A quick,
visible victory sustains enthusiasm while work is in progress on longer-
term actions.

* Tackle action in small chunks. Concentrate on manageable tasks so as
not to overwhelm people.

* Use a live demonstration of one (or more) action(s). A pilot can test what
will happen before you are caught up in debate and theory. Involve those
who will implement the action in designing the pilot. Planning action
steps for somebody else to carry out is a recipe for no action. Pilots create
immediate visibility. Start one.

— Try something out rather than write a proposal.

— Create a small demonstration instead of a new committee.

— Explore a new possibility with a few people.

— Help a small group try out their new idea.

— Ask volunteers to try out a new process, resource or service.
Chart movement and create a picture of progress.
Learn from each other. Use every opportunity as a learning experience.
You can learn as much from failures as from successes. Try out the
following team conversation.

“We have been working to remove blocks to our vision for three weeks

now. Let’s reflect on what is working and what is not. Then we can

decide what is needed next.”

— “As we go around the table, please share one successful action
you have seen us take to remove the blocks.” (factual input to
start with)

— “Why do you think the action you mentioned worked well?”
(individual experiences of success)

— “What is an action that you have been involved with that hasn’t
worked as you planned?” (individual experiences of challenges)

— “Why do you think this was unsuccessful?” (individual experiences
of challenges)

— “Whar are we learning about what works and what doesn't?”
(interpreting what is being discovered)

~ “What areas do we need to work on?” (implications for the future)

— “Given what we have learned, what is needed next?” (decisions thar
will sustain momentum)
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¢ Celebrate successes to communicate what is important. Celebrations and
rewards do not need to be extravagant. The most important thing is that
they be sincere and intentional.
 Remaneuver and adapt. In times of constant change, keep actions
relevant. Build in time for remaneuvering sessions to refresh the vision,
identify new blocks and think through the next strategic actions needed.
Do this quarterly if you have built a vision for a whole year. If your
vision is shorter term, do this step more frequently.
If forward momentum seems stalled, use a reflective conversation to
discover why.
“We have been working on this project and we still seem to be blocked.
Would you be willing to review our thinking again?” (context)
“What was one thing that we originally wanted out of this effore?”
(more responses will ignite passion for getting things done)
“When we compared what we wanted with what we had, what
needed to change?” (try to capture everything that needs to be said)
“When we look at all we have accomplished, which changes have
been most important and how do we know?” (be patient here and
don’t rush. Let peaple think. Some silence is OK. Go visual)
If all the desired changes have not been made, ask, “What is keeping this
change from happening?” If all the changes have been made, ask, “What blocks

are still berween us and our vision?”

Reach Consensus So You Are Taking Action Together

Often we want people to feel good about being “frontline decision-makers,”
so decisions are reached without challenging people’s opinions. Not surprisingly,
implementation fails because there was no commitment to make it happen. A
shallow consensus produces lots of talk, little action and a bad name for the
process of consensus decision-making.

Consensus does not mean that everyone agrees with the decision. In real
life with real groups of people struggling with real issues, total agreement
often takes too long. Consensus means that everyone has participated in,
understands, and is committed to supporting a decision. It requires genuine
dialogue about the issues involved and depends on discovering common
ground. Consensus requires a realistic acceptance of what can be achieved in
the time available and with the people involved.
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Consensus is both a process and a way of thinking. Consensus thinking
gets people to move together. As such, it relies on cooperation, not competi-
tion. It depends on individuals, teams and departments working for the
common good of the organization

How do you know you have a consensus? Look for action!
If there is no action, there is no consensus.

Consensus is all about getting people moving together, not just 51 percent
of them.

When a situation requires group thinking and taking action together to
solve a problem, you need a consensus process. Figure 13 defines what
consensus is and is not.

Don’t be afraid to call for a consensus. Ask for someone to state the

Defining Consensus

Consensus is ... Consensus is not ...

* everyone agreeing with me

¢ debating and negotiating
the issues

* showing off for the boss

» theorizing and philosophizing

» talking about others and what
they need to do

» the perfect decision

 thinking »together over

get people mvolved

Figure 13

consensus. The key is to state what the team is saying, not what the individual
wants to say. Call for consensus by asking, “On bebalf of us all, will someone say
what you believe to be the consensus?”

Write out the consensus. Clarify doubts and concerns. Nobody holds a
veto. If someone strongly disagrees, ask for an alternative. Keep pinpointing
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where there is consensus. Remember people are charged to speak on behalf of
the team. You cannot ask too many times ...
“Is this what we are saying we need to do?”
“Will someone state what they hear our consensus to be on this point?”
It is fine to postpone a decision if no viable consensus is ready. Encourage
active participation through the use of:
* probing questions that help get all the facts and feelings on the table
* paraphrasing so people have a chance to hear the insight again with
different words
* reflecting on others’ concerns
* summarizing the key points

Communicate the Decision

Communicating a decision is often as important as the decision itself.
Once you reach consensus, make sure that someone contacts those who need
to know about the decision. Decide on the best method for transmitting this
decision — a one-on-one conversation, a phone call, an email, an announce-
ment in the newsletter. Review the information for clarity, accuracy and/or for
legal/communication issues prior to making a “public” announcement.
Consider the need and plans for ongoing communication within the group as
well as with the larger audience.

Summary

The vision is a picture of the future, whereas the present is an audit of the
now. The key is to build creative tension between the two so we face a choice
and can move to action.

Learn how to effectively work with people to achieve organizational tasks
by heightening the creative tension between vision and reality. Chart the
direction, benchmark results, position for commitment and sustain momen-
tum. Develop a strong belief in the ability to get action to happen together
and position people to assume responsibility.

“Failure is never so frightening as regret.”
—The movie: The Dish*
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Share the Recipe

People used to stay with one organization their entire working life, working
hard to rise to a better position. Now people are apt to change employers as
many as five to seven times during their working life, voluntarily or involuntarily.
How do organizations keep the best people? How can being facilitative help us
share the recipe and retain the knowledge?

Peter Senge' defines a learning organization as “an organization that is
continually expanding its capacity to create its future.” A learning organization
fosters team learning, genuinely encourages sharing of ideas, systems thinking
and shared visioning.

It is a journey of discovery when people share what they learn; when they
have time and place for reflection. Shared energy and a sense of belonging
characterize the organization. Knowledge is considered capital, and policies
reflect an understanding of the community environment. Further, within
such an environment, teams are created and eliminated as needed. Similarly,
products and services change to meet the needs of both internal and external
customers.

Many organizations are involved in “learning efforts.” However, this does
not necessarily mean that they are learning organizations. Their efforts may
be quality improvement, reengineering, downsizing, mergers, an automation
program, team building, ISO 900, or becoming a learning organization. Such
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efforts are often perceived as “top management’s thing” and do not involve
everyone. In some cases the effort becomes an independent program, not
owned by the participants at all. In fact, sometimes the very opposite of
involving people is true: new ideas focus on increased control over people.
In learning organizations, on the other hand, everyone is encouraged to
think (i.e., contribute ideas) as well as to act. This added value speeds up
response time and increases flexibility by tapping creativity and involvement.
No wonder that start-ups or small companies that involve everyone in both
thinking about and doing the work often upstage traditional organizations.

Becoming a learning organization requires changing everyone’s
mindset, which, in turn, takes learning, unlearning and relearning.

As a result of this process, leadership develops at every level in a learning
organization and mission and vision anchor day-to-day operations with core
values.

The Industrial Revolution focused on bigger and better — maximizing
profits. Today there is a shift in our understanding of what makes greatness in
the journey of discovery, as reflected in such questions as, “What do we stand
for?” “What are our enduring values?” “Who are we really?” In Built to Last,
Prosser and Collins show that the truly exemplary companies (visionary com-
panies) understand that the bottom line includes core values and compelling
purpose. “David Packard and Bill Hewlett didn't ‘plan’ the HP Way or HP’s
‘WHY of business’; they simply held deep convictions about the way a business
should be built and took tangible steps to articulate and disseminate these
convictions so they could be preserved and acted upon.”

Work Wiser

To work wiser we need to cultivate the ability to think, talk and take
action together.

Gary talked about bis team’s ‘every other Friday meeting.” After every
meeting team members moaned that what was accomplished in the meeting
could have been done in the last five minutes. Gary finally got tired of
listening to the complaints, and asked his boss afier one meeting, “What three
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things does this group need in order to function differently in their meetings
than they do now?” His boss’ answer amazed Gary. “They need to think
together. They need to plan and learn how to work together. It would be a
miracle if they could simply talk one at a time.”

The ability to reflect — to “think things through together” — is a resource
we have scarcely begun to tap in most organizations. In our economy we have
to be able to engage the hearts and minds of everyone. We cannot afford anyone
opting out, or devote precious resources and manpower to look over someone’s
shoulder to see that a job gets done. Employees must be able to serve their
customers (both internal and external) with responsiveness and flexibility.

“The illicerate of the 215 century will not be those who cannot read and
write, but those who cannot learn, unlearn and relearn,” says Alvin Toffler.’
Working wiser can offer a new measure of workplace stability and job security.

The space shuttle Challenger disaster in 1986 is one example of missed
learning opportunities. The program existed in an environment that prohibited
complaining about issues, such as the lack of an escape mechanism for astro-
nauts to get out when things got bad. The restrictive culture also stopped the
engineers from raising questions that would have prevented the launch of a
rocket with a faulty O-ring. Thinking, talking and acting together was not a
part of that culture.!

Often thinking together is not focused and is not reflective, resulting in
the many things that can go wrong in human thinking. When we don’t pay
attention, we “tend to think by default in ways that are hasty, narrow, fuzzy
and sprawling.”> Let’s look at each of these individually: (a) Hasty thinking
is characterized by impulsiveness and mindlessness. Guard against hasty
thinking with intentional thinking. (b) Narrow thinking includes my-side bias
and thinking in patterns from the past. Guard against narrow thinking with
comprehensive thinking. (c) Fuzzy thinking refers to problems of clarity and
precision, and tends to overgeneralize. Guard against fuzzy thinking with
facilitative thinking. (d) Sprawling thinking wanders endlessly in a disorganized
way. One thought leads to another and yet to another in crazy-quilt manner.
Guard against sprawling thinking with focused enthusiasm.

If we are to work wiser, our thinking has to go beyond the defaults that
come easily. Default thinking leaves us working harder, while working wiser
requires that we shift our thinking to be intentional, comprehensive, facilitative
and focused.
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Guard Symbols

A medical equipment company displayed large photographs of all the
types of machinery it produced. A visiting consultant wandering the halls
observed the display and thought about the employees in the company. “Have
you considered displaying photographs of people whose lives are saved by this
equipment?” she asked. It was a good question about what the company was
communicating. Not long after this observation the machinery pictures were
replaced with photos of the men, women and children who had benefited
Jrom use of the equipment. A different sense of purpose, passion and energy
now infused the company. The pictures became a symbol for all the human
beings served by the company — not machinery.

People are more likely to be energized when a positive symbol of the
purpose and working “on behalf of” is clear. As in the case above, machinery
ceases to be machinery and becomes a life-giving necessity.

Symbols Are Key

What are the symbolic statements you see and hear in your workplace?

Do pictures, charts or timelines signal that learning is taking place? In projects,
annual reports or events, what indicates that you are learning with intentionality
and care? What symbols are representing your values, purpose, intent and
context?

“Lifelong learning” is becoming a slogan in many organizations. A slogan
such as “car of the year,” “we are #1” or “quality is our job” is the verbal equiv-
alent of a symbol, and serves a similar function.

Think about what symbolizes who you are. What is in your office that
represents what is important to you? Perhaps a chart of your department’s plan
on the wall symbolizes your role as a manager, or your favorite quote posted
in your office, or your child’s drawing pinned up by your computer.

You become a symbol of “thinking and acting together” as
you model lifelong learning.
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Foster a Climate of Trust

“Bring multiple perspectives together and examine them.
That’s how real learning takes place.”
- Daniel Yankelovich®

Intensify Creative Tension

In a learning environment, tension is critical. The creative
tension between a picture of the future (vision) and an audit of | paciutative
the present (reality) gives a new urgency to choice for actions. |_APProa

e TS

Tension generates power, as facts and feelings provide detail
and shared experiences. From this power flows rich discussions that can lead to
innovative breakthroughs.

We choose between the present and the future to implement action.
“What” and “why” give new meaning to “how.” Facts and feelings give critical
depth to discussions. No longer are questions of why and the concerns for the
future the responsibility of just higher management. No longer are feelings
and experiences ignored. Intensifying these tensions with a foundation of
shared values and purpose creates teams. It is in these teams that we have the
opportunity to learn from each other as we share insights about “how” to do
the project and about what is important to us in our shared values.

Pay Attention to Learning Styles

Within a learning organization, learning is captured when we pay attention
to how people process information. Find out which of the five senses is their
preferred learning style: visual (seeing), auditory (hearing), or kinesthetic
(touching, smelling, tasting).” A visual learner retains information through
images and pictures. An auditory learner remembers words and sequences.
Finally, a kinesthetic learner recalls information through physical sensations.
Paying attention to these learning styles helps everyone on the team to be
engaged and to capture learning,

Figure 1 (page 162) clarifies behavioral indicators® that can help us infor-
mally assess the preferred style of each team member.
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Behavioral Indicators of Optimum Learning Styles

Visual Auditory Kinesthetic
Organized - - - Talks to self Likes physical rewards
Neat & orderly Easily distracted Touches people and stands

e close
More deliberate Learns by listening

R S Moves a lot
Memorizes by pictures = - Memorizes by steps,

) SRS 5 sequence, procedures Learns by doing
Less distracted by noise -

: ' ‘ Verbalizes alternatives Memorizes by moving
Has trouble
remembering verbal Remembers what was Learns through
: instruction discussed entertainment

‘Wants overall view and May monopolize Remembers impressions
purpose; cautious . | conversation-

LN el Uses action words, talks
Remembers what is seen | =~ Remembers from with gestures

Sl e e beginning to end

ees'words when'spelling | =~ ' Likes action books; reflects
Sl mre e A Makes sounds that portray | actions with own body

‘Uses vivid imagery . images

Acts images out

20

Figure 1

Based on the indicators listed in Figure 1, three modes of learning are used

in accessing information.

* Visual learners need visual imagery and written concepts:

— words like “see,” “look” and “picture this”

— graphic presentations

— pictures, images and visual descriptions

— presentation of a drawn model and then a quiet period for thinking
* Auditory learners need sound bites as well as questions:

— spoken logic
— discussions

— precise and narrative descriptions

— metaphors and stories
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* Kinesthetic learners need activities and movement:
— lower and slower tone of voice
— metaphors
— permission to remain silent
— demonstration and hands-on teaching
Although everyone employs some aspects of each learning style, we grasp,
remember and implement concepts easier and more quickly if they are presented
in a manner that is consistent with our preferred style.
Use some aspect of all three learning styles in every meeting or event to
show respect for individual learning styles. Trust builds when our messages and
behaviors value individual differences.

Strengthen Communication Loops

As the chief operating officer of a not-for-profit organization, Melissa
built a strong operational leadership team. The organization grew tenfold
almost overnight when they procured a new contract. Attempts to orchestrate
the various systems necessary to manage this growth eventually reached a state
of crisis. When the organization’s capacity to meet performance and financial
goals deteriorated, it was clear that a new plan of action was needed. The
challenge for Melissa was to ensure that action was strategic, timely and
endorsed by the executive team and board of the organization.

Melissa engaged TeamTech to assist her and her team in leading the
organization through this tough challenge. They met or communicated daily
as mentor, coach and sounding board.

First, an overall course of action for the organization’s turnaround was
established, and critical communication bridges were created with executive
leadership.

Melissa expanded her knowledge and understanding of financial state-
ments and trends. Her authority to ask for information and assume a role she
had not previously played was validated as she communicated with executive
leadership.

Melissa also assessed the capacity of operations in an effort to take advantage
of strengths and to supplement and address weaknesses. She and ber team
thought through questions that broadened and deepened thinking so actions
became more strategic. Among other things, in this process they tested assump-
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tions about important leadership issues and decisions. Strategies were validated
and questions asked to ensure thinking was as comprehensive as possible.

Organizational energy focused on ensuring the organizations survival.
The team responded with clarity on how to move forward in the midst of
daily uncertainty and organizational crisis. The organization’s turnaround
succeeded and was expedited due to the strengthened communication loops
between team members, executive leadership and the financial structures of
the organization.

Melissa and her team built in accountability ro timelines and fast-tracked
performance. Her reflection was, “In three months of working together we
stopped the negative drain on assets and ensured the organization’s continu-
ing viability.”

In spite of information-age technology, communication problems persist.
Underneath all the “need to know” policies and communication channels lies a
deeper concern: “Am I in or out of the communication loop?”

When people are out of the loop, they:

* feel irrelevant and not trusted

* may become suspicious of those “in the loop”

* may believe that they are unworthy

* translate this perspective by reducing their involvement,
motivation and passion and have an increasingly cynical view

When people feel they are in the (communication) loop, they:

* feel a sense of worthiness and respect

* feel that “we are in this together”

* believe they have something valuable to give to the team
and organization

* act with confidence, creativity and purpose

Help people feel that they are in the loop, by trusting intuition, observing
and listening closely for the kinds of communication people need.

* When someone asks questions about a given situation, ask yourself
if he or she needs to be in the loop.

* Keep the people who authorized a given effort up-to-date.
When informed, they will worry less and be more relaxed and
will provide valuable insight.

* When an issue or topic is sensitive, use face-to-face
communication.
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* Capture the details in writing. When necessary, check for clarity
and understanding using face-to-face communication.

» Communicate to the team as a whole to save time and minimize
misunderstandings. Take the time to ask the team what they heard
being communicated. If needed, deepen the communication by
asking reflective questions. “What concerns does this raise?”
“Whar possibilities do you see?” “What have we learned?”

Let the following seven critical guidelines shape your communication so
your messages are consistent, comprehensive and on target.

1. Stick with the big picture. Keep your message consistent with the
big picture. Prepare your communication with all the organiza-
tional dynamics in mind. As a result, your communication will be
more intentional and will energize the team’s thinking and acting.

2.Be purposeful. Know the purpose of the task/team/department.
Stay true to the purpose. Emphasize and share the purpose — live
the purpose.

3. Encourage ownership. Shape your message so it allows/encourages
others to step up and rake ownership (e.g., If someone exhibits
passion for an idea, your communication needs to support them
in taking the lead to “make it happen”).

4. Invite inquiry. Open the door for questions in your communica-
tion. Continually invite reflection in your message.

5.Recognize the team. Look for and recognize the team.
Communicate the role, benefits and expectations of the team. Be
mindful of times when all team members need to hear the infor-
marion at the same time.

6. Nurture the innovator. Communicate the challenge list, share
innovative ideas, encourage the creative and share information that
can help others do their job.

7.Build consensus. Communicate with “moving together” in mind.
Share information so people can operate in and further mold the
consensus.

Stabilize Information

If information is complex, or if group members have lost energy, informa-
tion tends to wander around in the brain looking for a file cabinet. “Mark off”
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the information so that it is stabilized or remembered appropriately in people’s
thinking by:
* putting the information in large, neat, consistent words on a white board
* looking at the written words, not the person or group, and pausing long
enough for people to process the information
* asking a confirmation question, “Is this it?”
* continuing with the meeting or workshop.’

Communication is not just a matter of what you say or intend
but what the other person understands.

If there is incongruity between the verbal and the nonverbal, the nonverbal
will have a greater influence. Nonverbal communication aids long-term reten-
tion of learning so that what is learned can be used on the job. To increase
your speaking effectively, use a nonverbal pause as attention is caught by the
pause. The words spoken immediately after a pause are marked off for long
term memory, which stabilizes the wealth of information you have been sharing.

Select Thinking Mode

Another key to strengthening the communication loop is setting the
framework for the type of thinking needed. Each of the nine modes of
thinking in Figure 2 is unique. You can use more than one mode at a
time when thinking together. When thinking gets off track, pull it back by
reminding team members of which thinking mode they agreed to use when
they started the process.

Catalyze Learning

“We must be the change we want to see in the world.”
-~ Mahatma Ghandi

Create a Safe Zone

To stay competitive, many of us are trying to reverse one  :
hundred years of business tradition that taught us to function | How-to Actlen
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Mode

When to Use

How to Get Started

1, Model building

Creating an image or plan of
what is needed, including steps,
timeframes, people involved, etc.

When many options
exist. Build models you
can pilot (try out), then
learn everything you can
from the pilot.

Identify together the constraints
each model must consider, Ask
people to work in small teams
to build their model.

2. Problem-solving
Figuring out how to get fromAto B
when no immediate path is obvious.

When you are stuck
and need a new
approach or new
thinking on a particular
situation.

Begin by having team members
share what is known and unknown.
Also share questions and concerns.
Ask the team what all this means
for what Is needed next.

3. “Blue sky” thinking

Free-form thinking in which every
crazy idea, option and possibility is
welcome.

When you need
breakthroughs.

Remind people that anything goes.
Either throw out a new idea or build
on one already shared.

4. “What if ...?" thinking
Forecasting the likely consequences
of actions.

When you need to think
through different
scenarios of the future.

Begin with one possible scenario
and create several more. For each
assumption ask, “What if?”

5. Knowledge gathering

Detecting and defining the gaps, data
and experiences relevant to the
situation.

When you need more
information.

Start with what is known (data +
experiences), Think together
about what else needs to be
known and why.

6. Sharing insights
Thinking together in order to uncover
the meaning/implications of data,

When reflection on the
topic is required.

Get the data and information in front
of the team. Facilitate a conversation
to uncover insights. If there are a lot

events, situations. of data, consider (first) grouping the
data into common themes.

7. Analyzing When the situation Talk through the situation. Begin

Evaluating, critiquing and examining needs to be thought with questions of clarity. Ask people

information to find the strengths and through carefully, to share strengths they see and

weaknesses.

clarifying relevance, cost
(human & financial), etc.

explore why they are strengths.
Repeat for weaknesses/concerns.

8. Creating strat
Thinking ahead to determine the next
steps.

When you desire
implementation.

Think together first to identify the
blocks. Strategies are most effective
when they work on removing blocks
to getting done what is needed.

|

9. Deciston-making
Finding and choosing between
alternatives.

When a choice needs
to be made.

First, facilitate people’s thinking
through facts, feelingsand
experiences. Then ask for
implications. Finally, ask people
based on what they heard to state
the decision they understand
“we” are making.

Figure 2
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in a top-down organization. We are trying to shift our attitudes toward people,
from “watching” them to helping them manage themselves. We accomplish
this by learning to think and act differently.

After the World Trade Center tragedy the wisdom of many leaders distilled
“into four basic truisms about being a manager: be calm, tell the truth, put
people before business, then get back to business as soon as possible.” " Even
though that situation was unprecedented, those management truisms help us
know how to work together.

A safe zone is created when we encourage and create occasions for people
to talk, think and act together. An atmosphere of resolve, creativity, acceptance
and fun allows learning opportunities to flourish. Fostering a climate of sharing
and reflection expands and deepens relationships and connections.

During the 1976 USA bicentennial celebrations the Institute of Cultural
Affairs (ICA) facilitated a town meeting in every county across the nation.
At daylong meetings people tackled the question of what they wanted the
community to look like in the future. At the end of the meetings, in most
counties, the same comment was heard: “Those two haven’t talked to each
other in years! Theyve fought forever over the parks (etc.). How did you get
them to talk together?”

It seemed like magic. The format that orchestrated the interactions and
generated reflection created the safe zone of the town meeting. This is what
allowed people to raise questions of the future and discuss them without
dissolving into arguments. When people share, they discover that they can
learn from each other and work together.

New times demand new skills. Leadership is being recast. Leadership is not
a position, it is a mindset. It challenges us to operate daily with decision, energy
and passion. The complexity of the Information Age demands that each of us
exercise the responsibility of leadership in our sphere of influence. We can no
longer be content for many to follow while few lead. Everyone a leader®" is
not some utopian dream, but a practical answer.

Choose to Be a Facilitative Leader

Don’t wait for someone to ask you to take responsibility. Choose to lead
now. Don’t wait to be trained; develop yourself now. There is a dramatic
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growth in the demand for facilitative leadership throughout organizations. This
may not be in your “job description,” but you can make this choice and experi-
ence more work satisfaction.

Based on 1,200 responses from executives participating in Conference
Board Councils, it was discovered that “top executives’ worries about developing
future leaders has become the hottest topic at business meetings. (Percentage of
meetings in which leadership was addressed: in 2001, fifty-four percent — in
2002, that percentage increased to sixty-two percent).”"

Success in the transition from “a few leaders” to
“everyone a leader” requires unlearning the old leadership
paradigm and learning a new one.

Challenging the norm is key to this learning. In the process of unlearning
and learning, any inconsistency can cause a return to a former belief. Examine
the following areas to determine if your actions and messages are telling a story
abour the new leadership paradigm.

* Space - is it encouraging horizontal communication? Is the workplace
configured so that it conveys the purpose, values and mission of the
organization?

* Information systems — do they deliver the images people need to hear?
Are all the information systems communicating more than just data and
indicating why the data are importane?

Cultivate a Compelling Story

What we see and hear in the workplace helps form our self-talk. Everybody
talks to him/herself. We do it at a fierce pace inside our heads. Our self-talk
constantly reminds us of our beliefs and experiences. Whenever we change the
way we respond to situations, we are changing our self-talk — the compelling
story — abour a given situation.

A compelling story tells people what they are doing and why and gives
purpose to their team, project or organization by giving life and spirit to every-
day activities. “Storying” helps people see their work inside a larger picture of
what needs to be done and provides motivation.

A familiar story illustrates the benefit of a compelling story. Two stone
masons were laying stone for a church some time in the middle ages. “What
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are you doing?” asked a young boy. “I am laying stones,” responded one. “I
am building a cathedral,” said the other.

Their answers were very revealing: the first stone mason was doing a job.
The other was fulfilling a purpose, convinced that what he was doing was
completely necessary and totally worthwhile. He was a cathedral builder.
Which of these two individuals would you like working with you?

How do you help yourself and others develop this kind of clear,
compelling story? A story that provides you with an identity (i.e., cathedral
builder) motivates you daily by giving you an identity.

Think for a moment of some of the compelling stories that have shaped
the identity of organizations and the people involved in them.

Disney: “Out to make people happy.”
Boeing: “Committed to push the envelope of aerodynamic technology.”
NASA: “Put a man on the moon by the end of the decade.”

Take this a step further. In the midst of constant complex change, the story
changes. What are the signals that tell you the story has changed or perhaps is
just plain missing?

¢ Constantly referring to the “good old days”
* Struggling to cooperate

* Resisting anything new

o Skeptical of management

* “Just putting in the time”

To overcome these attitudes, a new story needs to be created and cultivated.
If who people understand themselves to be and what they are about has
changed, they may need help in forging a new story.

A story is a verbal/visual picture that “makes sense” of what is going on
by building a cohesive whole instead of isolated (fragmented) activities. It gives
meaning to data, organizes information, taps into emotions and, thus, allows
learning to take place.

Making sense of things motivates individuals and groups
by giving them a directional map of where they are and where
they are going in the larger scheme of things.

“Story” the purpose so everyone is on the same page. The story about
“what” people are doing and “why” highlights the purpose of a team, project
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or organization. These stories shape what people do, how they do it and what
they learn from their efforts.

“Businesses, communities and people will thrive on the basis of their
stories, not just on data and information,” according to Rolf Jensen in The
Dream Society. “Nike sells youth, success, fame and triumph. Rolex sells a
story of affluence. Disney is perhaps the best at selling dreams.”"?

A good story gives birth to other stories and prompts deeper reflection.
Storytelling transforms experiences and allows learning to emerge. Stories have
an emotional trigger and are stored in long-term memory.

You get stopped in the hallway by Sienna, one of your associates from the
accounting departmens. She is upset because the group you chair is working to show
individuals the organization’s financial results so they can make better decisions.
Stenna is concerned that sharing financial information will result in competitors
getting the information and employees asking for more money. As you listen to
Sienna, you sense she is limited in her view of ‘the level of involvement the organi-
zation needs.” You know that you can strengthen the image of a new story.

You decide to build images in the story of what is needed.

* New images about ‘the level of involvement the organization needs”

You stress the need for informed decision-making at all levels of the
organization. Financial information is part of the critical information
decision-makers need,

* New images about “what the marketplace demands”

You know todays changing marketplace demands that the organization
have more people thinking and acting as owners. Owners know the financial
impact of their decisions.

* New images about “who you are”

You help Sienna see herself as a teacher as well as a protector of the
Sfinancial assets of the organization. You sustain these new images to reinforce
a new story by:

* Encouraging regular meetings with employees, asking these customers

how the financial information has been helpful to them.

* Continuing to ask Sienna where she is having success as a teacher of

financial information, where she is struggling and what she is learning.

* Link Sienna with people from the training and development

department to help her develop and improve her teaching and
consulting skills.
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Organizations need people who are committed to the mission. You can
pull people together by creating a common story of what “we” are about
(mission/purpose) and sustain it with a powerful symbol. Here are five points
for creating a common story and symbol with indicators to tell you when you
have been successful.

1. Answer the question of “why?” Why has been answered when the pur-

pose is clear, the implications are obvious and people are taking action.

2. Discover a sound bite to capture the meaning. You have a sound bite
when people communicate the mission in a few words (i.e., “A man on
the moon by the end of the decade.”).

3. Picture how our story of who we are and why will change the way
things work. The picture is real when the “mission” becomes bigger than
the “job.” People work together to get things done.

4. State the benefits to fire the imagination. The benefits have fired the
imagination when people can share succinct statements about why a
particular task or situation is so important.

5.Invent symbols that reflect the purpose. A symbol has emerged when it
is seen in all the practical everyday things that people do.

Three kinds of stories can “make sense” of things for a group:

* Funny stories — pick up the energy of the group and release a new
sense of momentum.

* Frustrating stories — create a new empathy so people experience
“We're in this together.”

e Meaningful stories — give pause and provide time for reflecting on
what is important so true learning can take place.

Use a team process to create a story, symbol and sound bite with a visual
and audible expression of the team’s identity. This reminds team members why
they exist and where they are trying to go.

1. As a team:

* Pull from the PAST
Where we have been —
* review events
* reexamine issues
* remember situations

recall experiences
review the history of the organization and team
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* Say “YES” to the PRESENT
Where we are —
* rehearse purpose
e listen to perspectives
* recognize driving forces
¢ acknowledge what it will take to move into the future
e discuss current projects
* explore relationships to other teams/organizations
* Announce the FUTURE
Where we are going —
* project direction
* state what will be accomplished in the future
* discuss possibilities opening up
* review changes foreseen in the future
For all three stages (past, present and future), brainstorm ideas and phrases
and use them to help spark people’s thinking. What is really important in
each for the team and/or organization? What has, is or will contribute to
defining our purpose?
2. Review the images. Add other images or ideas people have.
3. Ask the team to reflect on the images.
“Which images caught your attention?”
“What did we say that you had not remembered or not thought about?”
“Which images trigger stories and why?”

4. Using these images, brainstorm sound bites. A sound bite is a few words
that capture what the team is about ... the purpose (i.e., “Be the best we
can be”). Select one sound bite.

5. Brainstorm possible visual symbols suggested by the images and the
sound bite. Working individually, sketch some symbols and put them on
the wall. Notice which ones catch the attention and imagination of the
team. Decide on the most exciting and appropriate symbol. Make sugges-
tions on how to refine it, perhaps combining elements from several
sketches. Assign two or three people to do the final drawing.

6. While the final drawing is being made, discuss the story that the images,
symbol and sound bite tell. Ask, “As you've listened to all that has been
said, what is the story you would tell about this team?” Ask several
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people to respond. Assign three or four people to write the story on
behalf of the team.

7.As a team, discuss the practical ways you can use the symbol, sound bite
and story as both visual and verbal reminders of who the team is and the
decisions that have been made.

8. Reflect on the entire process by asking ...
“What did we do?”
“What was surprising/a struggle The Story Template

for you?”

“Why is this important?”

“Whar will this story, sound
bite and symbol do for us?
The story template is illustrated
in Figure 3.

During the story building process, - the present

steer away from ...

e announce

e d laying h te
OWI'JP aymg ow YOU gO (8] the future

where you are

* a negative focus

* cynicism

* trying to force or rush a story ... :
allow time to think about who Figure 3
the team really is and who they really want to become

* being too factual and pragmatic ... let the poetic imagination
freely flow.

“If the human body is ‘what we eat,’
then our organizations become the stories we tell ourselves.”
— Peter Senge*

Dead-End Stories

In contrast to a compelling story, which releases energy, sparks momentum
and motivates for action, a dead-end story brings momentum to a screeching
halt. Almost nothing stops action faster than a dead-end story. Which of these
dead-end stories do you hear in your workplace?
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“We can' ...” “They won't ...”

“It is always a problem when ...”  “He is an underperformer.”
“This is impossible to do.” “They are always late.”
“No one seems to care.” “Been there, done that.”

“I have no time.” “We have no support.”

Dead-end stories demotivate. They share three characteristics:
1. Judgmental language, blaming situations or complaining attitude:
“There is a bad morale problem here.” “Everyone is so negarive.”
2. A negative relationship, sustaining problems or trapping cynicism: “We
have chronic underperformers.” “They just don’t understand.”
3.An unwillingness to move forward: “We can’t.” “I'm stopped, I don’t
know what to do.
You may recognize a dead-end story — in yourself or in another person — in
a meeting, informal conversation, or other interaction. Work to flip the story
and turn it around by using some of the following suggestions.

1. Objectify the situation
Ask for objective information so you can acknowledge the real problem.
* What are people doing? (facts)
* What are people saying? (facts)
* What continues to happen now? (facts)
* Whart happened in the past? (feelings/experiences)
* What has led you to this conclusion? (implications)
Encourage clear language about what is seen and heard, and be precise
about time and place withour (positive or negative) interpretation.
Examples of objectifying the situation:
“No one has stepped up to take responsibility in this project.”
“He came to the staff meeting without a report.”
Ask: “Whart have you seen or heard that makes you say this?”
The objective situation is: Three weeks after the task assignment,
no one has anything to report.

2. Find a turnaround clue

Look for a “turnaround clue” to help separate issues and emotions. Listen
for or ask, “What is this really abour?”
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Turnaround clues are structures or processes that are neutral or nonjudg-
mental categories like

a meeting a procedure

a relationship a role

purpose information
performance an attitude
communication an expectation

In the example above of “objectifying the situation,” the turnaround clue is
“task assignment.”

When you find the clue, have a conversation to verify that the turnaround
clue is the real issue.

“So this is about the expectations of the team?”

“You are talking about the information from yesterday’s meeting?”
“This is about our weekly meetings?”

“Is this about the role John is playing?”

If the person says, “No,” then ask, “What's underneath this?” Or give
choices, “Is this more about the need to communicate or more about the task
being unclear?” Continue the conversation until you are clear on which neutral
category is at the crux of the dead-end story.

3. Restart the story
Ask questions that probe what the person involved is going to do. Help
build images of how to be responsible in the situation. Add an action verb
and a descriptive adjective to the turnaround clue so there is a shift to future
thinking, opening the possibility of moving forward.
“ ... So the issue is about creating different working relationships.”
“ ... So the frustration can be addressed by developing new focused
meeting agendas.”
“ ... It sounds like we need to set performance expectations.”
The chart in Figure 4 lists turnaround clues, action verbs and descriptive
adjectives to use in restarting a dead-end story.

Thinkabouts in Dealing with Dead-End Stories j
e Don't try to fix the dead-end story when the story is at

the height of resistance. Trying to “fix it” will drive the

person to hold onto the story even tighter. Instead, get | Thinkabout
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Turnaround Clues

Action Verbs

Descriptive Adjectives

Ability Meetings accelerating fostering appropriate focused
Accountability Performance assigning honoring decreased increased
Attitude Policies creating prioritizing different new
Communication  Procedures changing promoting different working  technical
Customer service Technology delegating rethinking effective sequential
Decision-making  Training developing setting energetic relevant
Evaluations Priorities establishing expanded
Expectations Purpose
Goals Relationships
Information Roles
Involvement  Values

Figure 4

the problem repositioned by asking questions that provide clues to what

is really troubling the person (e.g., “You are worried about the computer

software?”) so the person involved is willing to consider options.
* Don't agree with a dead-end story. If you do, your future efforts to flip it

will be sabotaged. It is helpful not to say:

“Yes, they really are a negative group of people.”

“You know, I've noticed that too. It just doesn’t seem to change.”

“Absolutely! If only they would ...”
* Flip a dead-end story so the problem that triggered it can be solved. But

you do not want to flip a dead-end story when:

- You perceive the person is just “blowing off steam” and you think

he will get the problem solved.

— If the person is incapable of dealing with any issue (time of high

emotion, violence), any response will fuel negativity.
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A good story will catalyze learning and allow dead-end perceptions to shift.

When George wanted to ensure momentum in planned actions and
capture learnings, he put up a sign by the coffee machine: “We Made It
Happen” story time. Join us for drinks and snacks at 4:00 p.m. Friday
afiernoon. Come with your “We Made It Happen” story.”

Everyone was surprised by the energy released when stories led to the
discovery of successes and accomplishments.

Nuture Teamhood

“The fundamental learning unit in any organization
is a team, not an individual.”
- Peter Senge*
hY
Self-interest (individualism) sometimes makes acting as a team member

difficule. Websters Dictionary defines teamwork as “joint action by a group of
people, in which individual interests are subordinated.” If being a learning
organization is the goal, teamwork is the means.

Teamhood operates “on behalf of” and gives power, not because we
like each other but because of our focus on the mission.

Corporate effort is invested in implementing a plan or it is just another set
of good ideas. Meetings are for the sake of achieving task outcomes and
accountability is in the context of the corporate task.

The teamhood or “on behalf of” stance (e.g., working for the common
good of the group, not your individual preference):

o calls forth each person’s insights for the wisest result

* ensures that everyone gets to hear and be heard

* opens up new choices

* enables us to challenge old assumptions

Team-building exercises are often done to build a team, but it is the focus on
the task (thinking and acting together) that makes the difference in creating a team.
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Carl’s team has been sent to a one-day training on a newly required
service technique. Several members of the team are annoyed at having to
spend the day in this training.

Carl is surprised to see three members pull back, joke and talk about
unrelated work. Not only are they being disruptive, they are ignoring the
information presented about the new service technique. Carl, on the other
hand, is invent on learning as much as possible about the technique. He
begins to consider how he can shift his team’s participation to be more
engaged in learning.

He knows he won'’t have much time. During the morning break, he
approaches them in the hall and reminds them about the service contract
they just received. Then he reveals his ideas of the role the new technique will
Pplay in daily operations. After expressing his concern about not being able to
learn all he needs today, Carl asks for their comments, “What is your under-
standing of the importance of this service technique? As you've thought about
it, do you think it will help us or slow us down?”

My expectation is that it will give me some different ways to complete
my work. What are you expecting from this new technique?” he asks.

Several in the group begin responding to Carl’s questions. Returning from
the break, team members speak in quieter tones and begin to share insights.

The team shifis its stance after Carl describes the larger picture on issues,
benefits and expectations. Team members are able to get smarter because they
decide to listen and learn for the benefit of the team.

One more change in their workplace procedures faced Carl and his
coworkers. The struggle was how to accepr, learn about and work with the
changes. We can anticipate more change in the first decade of the twenty-first
century than in all of the previous fifty years! To handle this perpetual and
accelerating change we need new ways of thinking. We have to employ the
tools that let us operate with a systems perspective, in-depth reflection and an
ability to capture learning at every opportunity.

In order to catalyze and capture learning, cultivate the collegiality that
fosters knowledge sharing. Every time you gather as a team, tie together where
the group has been and where it is going, so that people see their highs and
lows within the framework of a journey rather than random, unrelated activities.

Use the four steps of ALPS (pages 145-149) to model consistency and
alignment in day-to-day actions.
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* Create Awareness — wake up people to their own potential to make a
difference

* Generate Learning — make sure that people have the knowledge, tools
and capabilities to make a difference

* Encourage Pilots — enable people to try out ideas and projects to discover
how to make a difference

* Practice Sharing — encourage people to exchange discoveries and
learnings to spread success

Summary

Learning is a continuous journey of discovery. Being a “learning organiza-
tion” is an image — a symbol — toward which many strive. While there are no
simple answers for how to get there the following are helpful guidelines.

Build a climate of trust by strengthening communication loops. Catalyze
learning opportunities and cultivate a compelling story to illustrate what the
team is about. Focus capabilities to make a difference on the team as well as on
the individual. Cultivate teamhood to release the power of learning.
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“We start as fools and become wise through experience.”
- African Proverb

The Facilitative Journey

The decision to be a facilitative leader takes you on a journey, sometimes
over unknown terrain. The Facilitative Advantage Map (Figure 1, page 182)
illustrates the thinking process necessary for the journey. Consider what the
group needs to reach its outcome. Screen (read) what you know abour the
people and the situation, then decide on appropriate methods to invite people
to think and act together.

When planning a family road trip from Kansas City to Omaba, |
studied the Nebraska map and considered the intent of the journey. Did we
need to know the fastest route, the most scenic route, the route with the best
restaurants? Did we need to experience a leisurely, explore-the-countryside
type of trip? Or did we need to experience a swift, no-stop, lets-get-there
drive?

1 thought about some of the stresses that the family had experienced in
the past on long car trips (screening) and decided to try the scenic route for
a relaxing, leisurely day.

Next, to focus on the situation, I thought about previous family car trips:
everyones level of participation; whether they had connected with what we
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were doing; and how the passengers had acted during the drive. I thought
about the things the family could do during the daytrip. In preparation,
I packed in-car games for the two children, studied the map for fun places
to stop along the way and brought a special picnic lunch (methods).

We arrived in Omaba in the late afiernoon afier a refreshing and fun
day with scenic stops and a fun picnic at the playground.

Thinking about how to be facilitative for the success of a family outing is
not unlike being facilitative in a workplace setting.

The Facilitative Advantage™ Map

3 lntent%

|Focus| |Partmpanon |Connectwns| |Implementatwn

Figure 1

Screen for Clarity

The starting point for acting facilitatively is finding out what you need to
know about the people involved. The following screens are useful in clarifying
what you observe by revealing the subtle details that make the difference in
being facilitative and strategic.

1. Screen for focus

Focus clarifies the purpose so things make sense, maximizes the effective
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use of people’s time, encourages action and indicates whether or not the
“right” problem is identified.

With focus, there is alignment, not fragmentation. Ask yourself:
“Do people share a common purpose?”
“Do they know how the purpose affects them?”
“Do they believe the outcome is important?”
“Are people willing to consider what is being presented or discussed
and willing to make decisions?”

2.Screen for participation
Participation creates more knowledge, develops stronger ownership, facil-
itates quicker responses and solves more problems.

With participation, there is responsibility, not defensiveness. Ask yourself:
“Are people ready to commit the time?”
“Are they willing to share ideas?”
“Are they receptive to being challenged by others?”
“Are people contributing ideas and applications, either individually
or as a group?”
“Are they participating as a team or as individuals?”

3.Screen for connections
Connections release insights, sustain motivation and passion, and
spark responsibility.

Connections create relationships, not isolation. Ask yourself
“Are people building on others’ ideas?”
“Are they asking for the bigger picture?”
“Are they seeing the need to link together (people and/or ideas)?”
“What do you see and hear in people’s reactions to you, to others,
to an issue, to the task?”

4.Screen for implementation
Implementation determines effective operations, employee buy-in,
customer satisfaction and walking the talk.

Implemensation invites movement, not inertia. Ask yourself
“Are people taking action?”
“Are they building timelines?”
“Are they reallocating time, energy and resources to make it happen?”
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Choose Methods and Techniques

Learn from your observations and experiences and think through methods
and techniques for effective interactions. The key is choosing the right method
or technique for the right time. Examine the desired outcome and your intent
(what you conclude the group needs to know and experience to accomplish the
outcome) to determine effective methods and/or techniques.

Taking time to reflect as a group may seem like a luxury you can't afford.
But the truth is that taking time to think through an issue or action together
usually saves time in the long run.

Design the process, create a supportive atmosphere and set an appropriate
context (see pages 66-70) for details on how to do so). Ask reflective questions
to explore what the data mean.

“What is important here?”

“What makes sense for this situation?”
“Where are we likely to run into problems?”
“What is needed?”

“What is new for people?”

“What is the largest context?”

A large state social service agency with more than 6,000 employees and
an operating budget of $1.8 billion is challenged to streamline its operations.
The state budget crisis intensifies the challenge presented to the agency and
its leadership. It is necessary to integrate programs and for staff members to
partner with the larger community.

The agency’s leader and her executive team believe that the capacity to be
strategic and facilitative is a critical competency that can help the agency
continue to meet growing service needs with fewer dollars and people.
Further, she and the team want to model a new leadership style.

The leader and her team commit to a program designed to increase their
strategic facilitation skills. The program includes eight training sessions to
focus the team on:

* Strategic processes that help people hold the relationship between the
task at hand and the big picture.

o Facilitative/reflective processes that achieve the act of thinking and
taking action together. (These are critical skills when managing a tightening
fiscal situation, staff reductions and vocal stakeholders.)
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A monthly practicum belped them apply newly acquired strategic,
reflective and facilitative skills to upcoming meetings, decisions and problem-
solving sessions. These practica provided opportunity for:

1. Detailed planning and preparation
2. Facilitation practice and coaching
3. On-site observations and direct feedback
4. Feedback and professional development
The team learned to strategically manage everyday crises rather than
allowing these crises to manage them. Their learning led to new strategic
Jacilitation skills, including:
1. Big-picture thinking so that all the dynamics at play can be identified
and a strategic response developed.
2. Being intentional about what people need to know and experience to
make good decisions and achieve a desired outcome.
3. Building a shared vision so employees and stakeholders can see the
practical next steps that need to be taken.
4. Facilitating meetings that demonstrate effective communication and
collaborations.

What a Facilitative Leader Looks Like

“At first, there is no road; it is only when
one person begins it that others see it.”
~ Chinese Proverb

Set the Tone with Attitude

As a facilitative leader, your attitude and demeanor set the tone and send a
signal to the group. The Four P’s in both your attitude and your words will
shape the message you send to others:

1. Be Positive. See new possibilities, imagine a diverse range of possibilities,
have courage and be willing to take risks. In your words express: “Let’s do
whatever it takes.” “What is the opportunity here?” “We can do it.”

2. Be Persistent. Every day think about what is needed in every situation.
Rehearse your desired future, take responsibility for your choices, and
have a driving curiosity. In your words express: “Where can we have an
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impact?” “What if ... what if ... what if?” “What do we want in this
sitcuation?”

3.Be Passionate. Do something for the sheer pleasure of doing it, enjoy
what you are doing, and experience work as a labor of love. In your
words express: “In terms of this project, here’s where I'd like to put my
energy.” “What is keeping your interest here?” “What do you think is
important?”

4. Be Present. Anticipate the future and learn from the past. Live in the
present, and be honest about what you have. In your words express:
“What are we doing now?” “Are we being honest with ourselves?”
“What do our present choices say about what is important?”

The concept of leadership has changed from a position to a mindset. Each

of us can choose to exercise the responsibility of leadership in our sphere of

®,

influence. “Everyone a leader™" is a practical solution to the quest for new

ideas and new practices.

Recognize Vulnerability as a Strength

Managers are increasingly changing their supervising style and taking a
more facilitative approach. At the same time employees are depending less
on the traditional hierarchy and their job description, and are starting to do
whatever it takes to create quality services and innovative products. This is a
radical departure from the past.

With a learner mindset you have the courage, and also the vulnerability,
to change, to be an innovator, to facilitate learning. One way to experience
vulnerability as a strength is to recall times when you were at risk; perhaps you
moved, took a new job, made your first presentation, chaired an important
meeting. Take a few minutes to think about the following questions and learn
from past experience.

“What was the sicuation?”
“What do you remember about that time?”
“Who was involved?”

« . . . . Reflective
What about that situation seemed risky? _Learning

“What did you gain?”

“What did you lose?”

“How would you describe your experience of being vulnerable?”
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“How did that experience become a strength for you?

Communication and learning thrive when we experiment, when we risk
being wrong, when we take a chance without knowing the result. Asking
questions, admitting you don’t know everything and publicly stating that the
proposed solution may not be the best one dramatically increases vulnerability
and learning at the same time. Learn to recognize vulnerability as an asset and
strength in order to say “yes” to situations of uncertainty and creativity.

This new environment is risky for everyone.
Practice Personal Disciplines

Your own personal disciplines are as important — or more so — than the
skills, techniques and methods you use as a facilitative leader. Practice the
interior qualities that are the personal disciplines of a facilitator outlined by
Jon and Maureen Jenkins.?

Detachment: let go of your own personal needs and continually
reexamine what you are deciding.

Engagement: call into question what is going on and accept responsibility
for the group to achieve what is needed.

Focus: keep who you are in alignment with who the group is; make
choices and know why.

Interior Dialogue: pay attention to the chorus of voices and influences
that surrounds you.

Intentionality: be clear about the meaning of what you do; focus your
expenditure of energy.

Wonder: be a friend of the unexpected; appreciate the mystery, depth
and greatness of your colleagues.

Awareness: sharpen the observation of details and the whole.

Integrity: imagine the best future possible for the group; rehearse the
future before it happens.

Action: assume risks to keep your own spirit and ethical fabric in peak
form; practice decisiveness and commitment.

Ask yourself, “What special value do I add?” “Am I willing to think about
projects, purpose or contribution of tasks after work hours?”
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Act Out the Four C’s

Acting out facilitative leadership calls for care, corporateness, courage and
creativity as defined below.

Care: You embrace the whole and the details. When you shift from tradi-
tional concern to comprehensive care, you focus on the structures,
processes and people. You look for ways to target your care to deal
with problems effectively.

Corporateness: You know that teamwork is necessary to release action.
You believe that people want to do their best. You work for the
common good with your colleagues, knowing that together you are
more than the sum of the parts. You experience a shift from individual
authority to team leadership.

Courage: You have the courage to unlearn and learn. Your courage is
personal, but the organization can help in two ways: when you are
confident of support in the organization and when you experience
the support of your peers undergoing the same change. You are open
to self-examination. You are willing to play with ideas that may seem
wrong. You decide what is important to be effective and sustain
engagement. The question is, what is needed, not what do I want?
Courage is not stoic endurance, but a lifelong resolve to be engaged.

Creativity: You employ your gifts to shape plans practically. You make
sure that structures and systems mirror expectations. You link practical
methods to tap the inventiveness of people.

* Do you dare having courage?
* Do you dare risking your own intuitions?

* Do you dare releasing your care and moving on i

sy 1 Reflective
opportunities? 1 Learning
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Set the Stage for Facilitation

“Our freedom begins with knowing our intentions,
knowing what matters to us,
knowing which values will guide our actions.
The question, then, is what are we willing to commit to?”
- Peter Block®

Become a Guide

In the Informartion Age, there are no experts, only students willing to
experiment, dream, risk and learn. Choosing to be a facilitative leader allows
you to create situations and guide people to new possibilities through what
might previously have seemed impossible.

Be a facilitative catalyst, a guide through the processes of thinking and
working together. Learn to work smarter and respond proactively with facilita-
tive skills, techniques and methods. Invite others to be facilitative by revealing
individual worth, nurturing creativity and capturing passion. Use these skills to
step up involvement, deepen understanding and intensify productivity.

When you are helping others to learn, remember Ben Franklin’s admonition:

“Tell me and I forget.
Teach me and I remember.
Involve me and I learn.”

Constant change is now the norm. Customer demands and global
competition are driving the need for internal changes, both organizational
and personal.

What is in it for you? More enjoyment in work life, increased levels of
employability, new experiences of collegiality and making a difference are the
advantages for you personally.

Honor Individuals

When people are valued as human beings, they take on new levels of
responsibility. Dr. Gregory S. Berns stated in the New York Times, “Scientists
have discovered that the small brave act of cooperating with another person, of
choosing trust over cynicism, generosity over selfishness, makes the brain light
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up with quiet joy. It says we're wired to cooperate with each other.”™
Cooperate with each other by acknowledging, affirming and honoring
the contributions of individuals. As you help people focus on the task, the
teamwork environment is strengthened. Without teamwork nothing happens.
Try the Ten Rules of Order for Century XXI® in Figure 2 to develop the
interdependence that increases the team’s capacity to get things done.

Ten Rules of Order for Century XXI

“Everyone has wisdom to share.
We need everyone’s wisdom for the best result.
The whole picture comes through hearing and understanding all the perspectives.
There are no wrong answers.
The wisdom of the whole is greater than the sum of its parts.
|  The more people we engage through participation, the wiser we can all become.
T Participation blows out our images of what is possible.
People commit to what they create.
The people who implement a plan are the best ones to create the plan.
Participation in planning creates a sense of self-worth, enthusiasm,
respect and accomplishment.”

from: *“Clashing Images of Participation” by Jo Nelson and
Brian Stanfield, Edges, August, 2000.

Figure 2
These rules can help a learning organization build processes and capabilities
that foster team learning using genuine dialogue and sharing of ideas; constant

examining of assumptions; systems thinking and shared vision.
Share Values

Shared facilitative beliefs and values help us cooperate with each other and
give meaning to what we know as a team/organization.
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Figure 3 illustrates a few of the everyday operating values that build trust

and the outcomes that result when they are operative.

Everyday Values That Build Trust

I Operating Values

What It Leoks Like to
Operate out of This Value

How This Builds Trust

Customer retention is

" Customers There is quality A :
- are #1. : customer service. high. Saves time and
s energy.
~ Thereis a clear Everyone has insight All work together to
compelling into what needs to be accomplish the goal.

“purpose. done.

| e | e
Job to the best of they trust they will be
. taken seriously.

: 7 Heran ; ; Relationships are built
~ Thereis aspiritof |  People are motivated to awslth glelggzmzanon
* growth, - 2.1 dothe job well. kngﬁrlg dgeable to

do their job.
People engage in open Confidence is built as
communication, sharing people can express
of ideas and cross- their opinions.
training.
' People’s judgment is
People agree.on : What needs to be done L
what s important, | is clearly prioritized. ;rrt;sg’glgsﬁggtontles

Figure 3

Trust is a by-product and develops ~ or does not develop — from the

values that are revealed in our day-to-day activities. One of the most important

conversations today is about values as we do what is important to us. Figure 4

(page 192) shows a pyramid of beliefs and values that we accept as truth when

we are operating strategically and being facilitative.
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Beliefs and Values

foster
collegiality
reflectto uncaver
meaning

seek multlple
points of view

workjn!th people equitabry

use time as a precious commodity

create a sense of “we are m this together”

operate “on behalf of "... be in service

know what is important to each person

treat both the whole and the details as important

use creative tension to open up posslbnllties

look for the unique gifts each person brings

recognize the creativtty that happens when different ldeas are ;oined together

Figure 4

Something new emerges from thinking together based on shared values, as
we think beyond the immediate and move to action.
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Think with Foresight

“If it is to be, it is up to me.”
- Anonymous

Today, we are all self-employed. Our job is to add value to what the organ-
ization is seeking to do in our day-to-day capacity. “Job security is earned by
market success,” commented a CEO in one of TeamTech’s seminars, “because
when we make our company successful, benefits can be there for everyone.”
This is a message that has been difficult to hear. Nobody has wanted to come
face to face with the fact that company loyalty alone does not equate with the
organization taking care of you. The paternal relationship is dead. When this
message is heard loud and clear, people have the chance to move forward, take

charge and think with foresight.

Encourage People to Learn

Learning is a lifelong process and facilitative leaders become guides who

encourage that process in themselves and others.

* Encourage people to risk expressing their ideas. Organizations need fresh
ideas and multiple points of view, not stale opinions.

How do you make that happen? We believe you tutor people in how to be
reflective learners.

¢ Encourage people to learn how to dialogue about the issues rather than
defend their opinions. Organizations need people who can work smarter,
not harder.

How do you make that happen? We believe you tutor people in how to
work together.

* Encourage people to hear what is really being said, rather than what they
thought was being said. Organizations need people talking with, not at,
each other.

How do you make that happen? We believe you tutor people in how to ask
questions and listen.

¢ Encourage people to learn how to take the right actions at the right time.
Organizations need to be right the first time.

How do you make that happen? We believe you tutor people ar all levels in
how to think with foresight.
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When you decide to be facilitative, choose to lead and operate with a
thinking style that is:

Comprehensive in outlook. This outlook anticipates change
and develops a big-picture perspective as a way to discover inter-
relationships and gain leverage.

Facilitative in approach. This approach recognizes that people learn
by reflection, work from questions more than answers, and
understand that knowledge can come from the way we think
and act together to get the job done.

Intentional in actions. These actions commit to building trust,
attending to details, and working to achieve alignment and
consistency for people trying to work together.

Enthusiastic in imagination. This imagination employs all your
skills and knowledge. You are willing to work outside your
comfort zone.

Learning to be facilitative and strategic is a continuous journey.

The ancient Hindu image of the four phases of life is a metaphor for the
facilitative journey in our work life. In the first phase you are an apprentice
exploring ways to work with others, experiencing new methods and techniques.
In the second phase you become more adventurous — creating structures and
risking new avenues and approaches. With experience, by the third phase, you
become the guardian of effective ways of doing things — ensuring stability in
the midst of innovation. Finally, in the fourth phase, you develop reflective
wisdom with new levels of objectivity and humor.

The quality of engagement changes in each phase, while continuous
involvement with others keeps you on the journey even when the way seems
long, uncertain or there are unexpected forks in the road.
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Brother Leo:

Francis:

Brother Leo:

Francis:

St. Francis ofAssm, Nikos Kazamzalus

~ “We're going to start with small easy things —

finish the big things, we shall undertakc
 the impossible!” g

‘ mean? How far do we plan to go? -

“What are we going to do on this journey?”

then little by little we shall try our hand at
the big things — and after that — after we

“Undertake the impossible? What do you

“As far as we possibly can — and then we are
going to go farther than we can"’
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Appendix
History of the Dynamics Screen

In the mid-1960s the Ecumenical Institute of Chicago conducted research
in a westside Chicago community. The early research included a door-to-door
survey of the problems of the community. As these hundreds of problems were
analyzed, “a set of models began to be developed that would allow individuals
to look at all of human experience from a complex but easily understood per-
spective.” This work on defining the social process was further pursued in a
global reading research project.

In the fall of 1970, “1,500 books were studied and reported on by the staff
and volunteers in dozens of locations around the world. This Corporate
Reading Research Project was followed up by a research team that varied in size
and composition around a core of 30 people every weekend during the winter
and spring of 1971. In the summer of 1971 some 1,500 people came to
Chicago and participated in a research project aimed at using the social processes
to discern the issues facing global society.” This resulted in the development of
a triangular picture of the dynamics of any society, the Social Process Screen.
The construction of the Social Process Screen included the following values:

* inclusive — to examine social dynamics throughout history in all
societies and hold traditional wisdom,

* consistent — to describe the dynamical relationships between
people and their environment,

* comprehensive — to leave no dynamics out of the model and to
illustrate in an imaginal way the dynamical relationships in any
organizational reality.

For the past thirty years, the Social Process Dynamics model has been
used by the Institute of Cultural Affairs, a branch of the Ecumenical Institute,
globally to solve problems and heighten understanding in corporate board-
rooms as well as rural villages. It has been used as a diagnostic tool in analysis
as well as a strategizing tool for planning and projecting the future. This screen
was adapted as a tool for the business community in the 1980s.

In the 1990s, TeamTech, Inc., working with the original research, reposi-
tioned the Dynamics Screen as a user-friendly tool for corporate, governmental
and non-profit organizations to use to:
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* be comprehensive in analyzing a situation

* identify trends and patterns to determine where to focus energy

* discover strategic and system leverage when deciding where to focus efforts
* build implementation strategies

1. Jon C. Jenkins and Maureen R. Jenkins. The Social Process Triangles (Groningen, The Netherlands:
Imaginal Training 1997), p. 5.
2. ibid.

History of the Conversation Formula

R. Brian Stanfield describes the birth of the reflective questioning formula
in detail in the introduction to The Art of Focused Conversation. The method
began in the mind of army chaplain Joseph Mathews as he pondered the failure
of dialogue during World War II. Mathews connected his thinking with that
of the nineteenth-century Danish philosopher Soren Kierkegaard and other
twentieth-century thinkers. Experiments in the university community led to
the art form conversation method, with objective, reflective, interpretive and
decision questions, also known as the O-R-I-D method. This method became
a foundation of the ICA (Institute of Cultural Affairs) community-building
efforts around the world. Brian Stanfield worked with this method for many
years as an ICA staff member. It was first described in published material by
Laura Spencer in Winning Through Participation.

TeamTech, Inc. modified the language of sequencing questions to FFID
(facts, feelings, implications, decision) for more ease of use in the language.
This question sequence formula follows the natural thinking process in the
original method: facts, objective data — feelings, reflection on experience —
implications, interpretation — decision.

History of the Workshop Method

The Workshop Method was created by the Institute of Cultural Affairs as a
tool for eliciting community participation in problem-solving. This context-
brainstorming-organizing-naming method picked up on the brainstorming
method heavily in vogue in the United States in the 1950s and 1960s and

combined it with the process from gestalt psychology created by the Germans
Wertheimer, Kohler and Koffka.
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In the 1980s the Workshop Method was used extensively in the Institute’s
training and planning programs. The method was moulded to follow the same
underlying pattern as the artform conversation: objective, reflective, interpre-
tive, and decisional.

In the 1990s, TeamTech further defined the method by reframing the
Categorizing, Naming and Action Steps to enable clients to more easily move
brainstorm ideas to action. Brian Stanfield’s work in The Workshop Book, From
Individual Creativity to Group Action further outlines the history of this
method.
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Mobilize Energy

You may copy and use this blank Dynamics
Screen to think through the dynamics in your
team/organization.

Cultural

Political

Decision-
Making

S R T R e e R T R P PSP B
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The Dynamics Screen to
the Fourth Level-
Economic

customer
relations

abilities

The Dynamics Screen to the Fourth Level
Further definition of the dynamics — Economic, Political and Cultural —
to assist in your thinking.
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Conversation Practice

Appendix

Situation:
Kinds of questions Questions I can ask Listening for
Facts
o get the facts specificity in
¢ what see, hear? facts
¢ who involved? and data
¢ when, where?
il Feelings associations,
| - like/dislike? feelings,
* similar experiences? previous
experiences

Implications
eimportant?

¢ what mean?
¢ will change?

meaning, point of
view, values,
common arenas

Decision

* what’s been said?
¢ need to do now?
¢ what’s next?

resolve,
commitment,
responsibility,
decision

You may copy this chart in order to practice writing out questions

for a particular situation.
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Sample Conversations

Teams
Intent: To know what it is like to be on a team. To experience the excitement
of being a member of a team.

Context: We get assigned to a team for this ... or for that ... and often we're
not sure what that will mean. I thought it would be helpful to take a few
minutes this afternoon to think about what being on a team means for us.

Facts:
1. What is the first thing you think of when you hear the word “team™?
2. What famous team can you think of ... besides a sports team?

Feelings:
3. What is a team you've been on in your lifetime ... that you were proud of?

Implications:
4. People often say a team “jells”... what do they mean?
5. How has being on a team cared for you ... what happened to you?

Decision:
6. Why is there so much emphasis on “team” today?

Closing: “Teams” are something we all are familiar with, and yet we continually
need to think together to figure out how to be one here at work.

Opportunity
Intent: To know when opportunity is knocking on our door. To experience
excitement about the opportunities that come day-to-day.

Context: We all have many opportunities. Sometimes we recognize them and

at other times we miss them. Let’s take a few minutes to talk together about
what “opportunity” looks like for us.
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Facts:
1. Name one opportunity that you have been aware of.

Feelings:
2. What did your opportunity feel like?

Implications:
3. What is something that has happened to you because of opportunity?
4. What are opportunities that are knocking on the door for you now?

Decision:
5.  What is one piece of advice you would give to someone else about
“opportunity”?

Closing: Opportunities appear every day. Maybe we can help each other
take advantage of the opportunities that will make our day-to-day work less
complicated.

Quality Service Providers
Intent: To know what quality service looks like. To experience the pleasure of
being a quality service provider.

Context: Too often “quality” becomes a separate program as opposed to some-
thing we are involved in all the time. I thought it would be helpful if we shared
some of our experiences in providing quality in our day-to-day work.

Facts:
1. What is one thing you think of when you hear the term “quality service”?
2. Where do you interface with our clients ... at what points in our service?

Feelings:

3. What are occasions that are likely to cause a client to think ... “I received
y
excellent (or poor) treatment?”
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Implications:
4. Where are there real opportunities to provide quality service in our
day-to-day work?

Decision:
5. What will count with clients the most in the future?

Closing: Thank you for taking the time to think about our relationship with
our clients.

Leadership
Intent: To know what it means to be a leader. To experience the excitement of
providing leadership where we are in our job.

Context: We think of “promoted” or “assigned” people as those who are leaders,
and yet we know that each of us is a leader in many ways. Let’s think a few
minutes about what that means in our day-to-day situations.

Facts:
1. What is one picture that comes to mind when you hear the word
“leadership™

Feelings:

2. What leaders do you think of ... world, nation, community, this
organization?

3. What qualities do these people have that make them leaders?

Implications:
4. What is the key to providing leadership in a given situation?

Decision:
5. How will you develop your own leadership capabilities?

Closing: It is helpful to remind ourselves that we are each leaders wherever we
are. Thank you for taking the time to think about what that means for us.
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Working Environment
Intent: To consider how space and sound create maximum productivity. To
experience that we shape our working environment.

Context: We've all experienced different working spaces. I thought it might be
helpful to share what works well in our work environment ... and what doesn't.

Facts:
1. When you think of your working environment, what is the first image
(picture) that comes to your mind?

Feelings:
2. What about your working space helps you the most? hinders you
the most?

Implications:

3. 'What have you discovered makes the most difference in your working
environment and why? arrangement of furniture, walls, noise, proximity
of people.

Decision:
4. What can you do to ensure an effective working environment?

Closing: Sometimes we think we have no control over our space ... until we
stop and look around and realize we can do a lot with what we have.

Trust
Intent: To acknowledge the ambiguity of the word “trust.” To experience that

trust begins with us.

Context: “Trust” is a word that we hear people talk about a lot. Let’s take a
peop
few minutes to examine “trust” and see what we are thinking,

Facts:
1. 'What do you think of when you hear the word “trust™?
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Feelings:

2. How does it feel when you are in an organization, relationship, team
where there is trust?

3. When there is no truse?

Implications:
4. What are the things that create trust? Where does it come from?

Decision:
5. What are things you can do in your workplace to ensure trust is present?

Closing: Trust is not something we work on directly. It is very much a
by-product of all the ways we work with each other.

Review of the Day
Intent: To recapture what has gone on during the day. To experience thart the
day was “good.”

Context: Whenever we are part of an event or participate in an activity, it is
helpful to stop and reflect on what we did. Let’s take a few minutes before we
close the day to recall what we have been doing.

Facts:

1. What is one thing you remember that happened today ... you did, one of
your colleagues did, an activity, etc.?

2. What did someone say that is still in your mind?

Feelings:

3.  Which activities seemed most on target for you?
4. Which activities were not as helpful for you?
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Implications:

5.  What was the most important learning for you?

6. 'What difference will what we did today make in your workplace during
the coming days/weeks?

Decision:
7. What do you intend to do to “practice” the things that you have learned?

Closing: We each experience an event in a different way. It is always useful to
hear what happened to other people as well as to recall what happened to us.
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Leadership That Makes the Difference
Feedback

As you work to be more facilitative and operate strategically, we would like
your feedback.

Experience:
Is The Facilitative Way user friendly?
Yes . . . Please note why.

No . . . What would make it more user friendly?

Learnings:
What is one way you have used The Facilitative Way:

What have you learned?

What new things have you been able to do because of it?

225



The Facilitative Way

Successful Applications:

Share one or two new methods or strategies you have created to help people
work together effectively.

Your name:
Address:

Phone number:
Fax number:
E-mail:

Return to: TeamTech Press, 3215 Tomahawk Rd., Shawnee Mission, KS 66208
E-mail: pwilson@teamtechinc.com
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