Enhanced Group Facilitation: Techniques and Process
AEA/CDC 2010 Summer Evaluation Institute Atlanta,
Georgia
Monday — June 14, 2010
Wednesday — June 15, 2010

Agenda
Time Subject
9:25 t0 9:55 Energizer and Icebreaker
e Learning Objectives
e Agenda/ Roadmap
e Shoot Me Now
9:55t0 10:45 The Facilitator

e Role Within the Project
e Characteristics of Effective Trainers and Facilitators: Self-Assessment
Inventory — Activity on Your Own
People
e Challenging Participants
e The Right People Doing the Right Things
e Preventions and Interventions
Purpose
e A Framework — Open/Focus/Close

10:45to 11:05

Break

11:05to 11:45

Process — Ideawriting

Purpose and Sample Applications for Evaluation
Facilitation Steps

Expected Deliverables

Session Materials

Practical Application

11:45t0 12:20

Process — Nominal Group Technique

Purpose and Sample Applications in Evaluation
Facilitation Steps

Expected Deliverables

Session Materials

Practical Application

One Step Further

12:20 to 12:35

Getting Ready
e Planning the Meeting
e Logistics
e Opening the Meeting

12:35 to 12:45

Close and Evaluation




Enhanced Group Facilitation: Techniques and Process
AEA/CDC 2010 Summer Institute
Atlanta, Georgia

Abstract

Description: This popular and well-received workshop will familiarize participants with the
management of the group facilitation process and a variety of group facilitation techniques.
Participants will learn best practices for navigating group dynamics and capitalizing on
challenging attendees. We will discuss facilitator’s different roles and responsibilities in group
facilitation and how these roles intersect with the tasks inherent in planning and managing a
group facilitation experience. Participants will also learn how to choose a facilitation technique
based on goals and objectives, anticipated outcome, type and number of participants, and
logistics. Two to three facilitation techniques for generating ideas, focusing thoughts, and
drawing conclusions and next steps will be explored in greater detail. We will also cover
variations on these techniques and how they may be used for your facilitation purposes. Job aides
and reference lists will be provided.

Audience: Attendees working in any context who work with, or expect to be working with,
client groups of any size.

Level: All

Offered (Two Rotations of the Same Content):
e Monday, June 14, 9:25 — 12:45 (20 minute break within)
e Tuesday, June 15, 9:25 — 12:45 (20 minute break within)

Contact Information
Jennifer D. Dewey, Ph.D.
Senior Research Associate
James Bell Associates, Inc.
1001 19" Street, North, Suite 1500
Arlington, VA 22209
(703) 528-3230 Phone
(703) 247-2637 Direct
(703) 243-3017 Fax
dewey@jbassoc.com
www.jbassoc.com
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To Do List

+
- Introduce Myself

- Mobility

- Name Tents
- Pipe Cleaners
- Handouts




Learning Objectives

- Understand roles and responsibilities within
group facilitation
— Associated tasks to plan and manage a group
experience
- Choose a facilitation technique

— Based on goals and objectives, anticipated
outcome, type and number of participants, and
logistics

— Gain comfort in practicing selected techniques

Agenda / Roadmap
+

- Energizer and Icebreaker

- The Facilitator

- People

- Purpose

- Process

- Setting the Stage for Success

- Close and Evaluation




Shoot Me Now

- Think back to a meeting or training
you attended that was well-facilitated
or badly-facilitated
— What did the facilitator do or not do?

— Effect on process and outcome of the
meeting or training?

The Facilitator

+
- One who contributes structure and

process to interactions so groups are
able to function effectively and make
high-quality decisions. A helper and
enabler whose goal is to support
others as they achieve exceptional
performance (Bens, 1999).




Role Within the Project

- Content Facilitator

- Neutral Facilitator

- Leader Working With a Facilitator
- Facilitative Leader

- Recorder

What role is Jennifer?

+

Activity On Your Own

- Characteristics of Effective Trainers
and Facilitators: Self-Assessment
Inventory




People / Purpose / Process

People

Purposeg

(Andersen Worldwide,
1997)

People

Understanding the role of each person
in @ meeting, and managing their
comfort zones to gain participation







Challenging Participants

- Monopolizers

- Experts

- My Own Agenda

- Non-Listeners

- Idea Zappers

- Hesitators

- I'd Rather Be Somewhere Else

The Right People Doing
the Right Things
+

- Right People in the Room
— Active Discussant
— Decision Making
- Participant Roles
— Preparation
— Being There
— Participants vs. Observers




Preventions

Agreements KeepingFocus
- What We Will Do - Reinforce Agreements
Today - Listen as an Ally

- Why It Is Important . Ask Open-Ended
- How We Will Work Questions

Together / Ground . Be Direct and Positive
Rules - No Defense!

Interventions

+
- Nonverbals

Parking Lot / Idea Bin

Say What is Going On / Ask

Accept, Legitimize, Deal With, Defer
Boomerang / Play Dumb

Use Humor

Protect Others

No Defense!




Purpose

Creating a shared understanding and
commitment to a meeting’s objectives,
rationale and outcomes

A Framework

Open / Focus / Close




Open - Issue Undefined

- Encourage divergent thinking by
inviting ideas, exploring options,
identifying problems, planning projects
or brainstorming designs

- Examples
— Brainstorming
— Imaging (Professional Identity Portrait)

— Stop / Start / Continue

Open - Issue Defined

+
- Continue to encourage divergent thinking by
inviting ideas, exploring options, identifying
problems, planning projects or
brainstorming designs

- Examples
— Affinity Diagram
— Force-Field Analysis
— Ideawriting
— Phillips’ 66




Focus

- Clarify information, discuss items, and
prioritize ideas
- Examples
— Forced Distribution
— Nominal Group Technique
-N/3
— Simple Rank Order

+

Close

- Reach consensus and develop action
plans
- Examples
— Action Plan Chart
— Percentage Poll
— Plus / Delta

10



Process

Planning and managing the best
method for involving people to achieve
a shared purpose

Ideawriting

11



Purpose and Applications
in Evaluation

- Group method to:
— Generate and develop ideas
— Move from general - specific through group
interaction
- Focuses on a single topic

- Capitalizes on individual contributions in
group processes

- Use with large groups, when time is limited
for discussion, and when differences need
to be neutralized

+

Facilitating Ideawriting

- Triggering Question

— Context and question on Ideawriting form
- Independent Response

— List responses to triggering question

— Silent and independent

— Phrases, key ideas, thoughts

12



Facilitating Ideawriting

- Written Interaction
— Pool forms in middle of table
— Select form (not yours!), read ideas
— Write reactions
- What do you like?
- What needs clarification?

- What else can you think of?
- How could the idea be improved?

— Do for all forms in group

Facilitating Ideawriting

+
- Analysis and Reporting

— Read all ideas and group comments
— Discuss, decide on, and record main ideas
— Report out

13



Expected Deliverables

Facilitator and/or leader can identify . . .

- Generalizations
- Exceptions

- Contradictions

- Puzzles

- Missing

- Key Assumptions

+

Session Materials

- Flipchart

- Markers

- Masking Tape

- Ideawriting Forms
- Pens/Pencils

14



Triggering Question

- Context: Your table has been selected by AEA and
CDC to run next year’s Summer Evaluation
Institute. “"Running” includes: creating a theme and
designing an agenda, determining a date and
location, selecting presentations, overseeing
logistics, communicating with appropriate groups,
etc.

- Question: What critical considerations must
your table members take into account in
planning and implementing next summer’s
Institute?

| Practical Application

- Independent Response (5 minutes)

- Written Interaction (10 minutes)

— Reactions and comments to ideas for
each form in the group

- Analysis and Reporting (10 minutes)

— Read all ideas and group comments

— Discuss generalizations, exceptions,
contradictions, puzzles, etc.




15



Nominal Group
Technique

+

Purpose and Applications
in Evaluation

- Structured process to generate ideas
and produce a prioritized set of
solutions or recommendations

- Frequently used for organizational
decision-making and planning

16



Facilitating NGT

- Silent Idea Generation

- Report Ideas

- Clarify, Combine and Categorize Ideas
- Preliminary Vote

- Discussion of Preliminary Vote

- Final Vote

- List and Agree on Prioritized Items

+

Expected Deliverables

- Ideas from all group members in a
short period of time

- Maximum participation from each
person

- Group concentrates on a specific
question

- Consensus via voting
- Clear picture of next steps

17



Session Materials

- Flipchart

- Markers

- Masking Tape

- Paper or Index Cards

- Pens/Pencils

- Sticky Voting Apparatus

+

Practical Application

- Silent Idea Generation (Ideawriting)
- Round Robin Listing of Ideas (10 minutes)

- Clarify, Combine and Categorize Ideas (5
minutes)

- Preliminary Vote (2 minutes)
- Discussion on Vote (5 minutes)
- Final Vote (2 minutes)

- Listing and Agreement on Prioritized Items
(5 minutes)

18



One Step Further

- Action Plan chart to develop next steps
for prioritized ideas

- Group moves from abstract to
concrete

- Example of combining Open / Focus /
Close activities

Getting Ready

Working With Your Co-Facilitator,
Meeting Leader, and Recorder




Planning the Meeting

- Clarify goals and objectives
- Know participants, gain their buy-in

- Establish roles/responsibilities and a

timeline
- Agree on deliverable form and content
- Be flexible!

+

Devil is in the Details

- Room Size and Seating

- Equipment and Supplies
- Handouts and Takeaways
- Food!

- Meeting Time

- Directions

- Contingency Plan!

20



Opening the Meeting
- Introduce Yourself and Session
- Participant Introductions

- Review Purpose, Objectives, and
Agenda

- Check Expectations
- Establish Ground Rules
- Use an Icebreaker!

Close and Evaluation




Contact Information

James Bell Associates, Inc.

1001 19" Street , North, Suite 1500
Arlington, VA 22209

(703) 528-3230 Phone

(703) 247-2637 Direct

(703) 243-3017 Fax
dewey@jbassoc.com
www.jbassoc.com

Education

Ph.D. in Applied Experimental
Psychology (1997), Southern Illinois
University at Carbondale

M.A. in Applied Experimental
Psychology (1994), Southern Illinois
University at Carbondale

B.A. in Psychology (1991), Virginia
Polytechnic Institute and State
University

Jennifer D. Dewey

Jennifer Dewey is a Senior Research Associate with James Bell Associates,
Inc. She is the Project Director for the Family Connection Discretionary
Grants evaluation, funded by the Administration for Children and Families
(ACF), Children’s Bureau, where she leads a team of JBA staff in designing
and implementing a cross-site evaluation protocol, along with providing
technical assistance to local evaluation activities.

Prior to joining JBA, Dr. Dewey was a Technical Director at ICF
Macro, where in addition to business and organizational development, she
directed three core studies and oversaw ongoing training and technical
assistance to

60+ local evaluation teams for a multi-site evaluation of a SAMHSA-funded
systems of care program. Dr. Dewey served as director of Internal Evaluation
at Learning Point Associates, a nonprofit organization providing research-
based expertise, resources, and professional development to educators
and policymakers. She has worked for the Center for Prevention Research at
the University of Kentucky and for Andersen (formerly Arthur Andersen).

Her technical ~ expertise ~ encompasses:  project  management;
proposal development; evaluation  design and budgeting;  needs
assessment; field and survey research; telephone and  in-person
interviews; group facilitation and training; quantitative and qualitative
data collection and analysis; and evaluation reporting.

Dr. Dewey holds a doctorate in applied experimental psychology, with a
program evaluation specialization, from Southern Illinois University
at Carbondale. Dr. Dewey is a 2007-2009 Malcolm Baldrige National
Quality Award Examiner and a 2010 Senior Examiner. She has
published in the Journal of Primary Prevention, American Journal of |

Evaluation, Advances in Developing Human Resources, and has made over 45

22



Enhanced Group Facilitation: Techniques and Process
AEA/CDC 2010 Summer Evaluation Institute Atlanta,
Georgia
June 14 & 15, 2010

List of Icebreakers

Using Icebreakers for Maximum Effectiveness

P " When choosing your icebreaker, be conscious of your group dynamic. It is
 important that your activity not make anyone feel unnecessarily uncomfortable.
| . . . .
| No one should be forced to reveal extremely personal information or participate

- in an uncomfortable environment. And of course, what’s personal to some

!

|
|

———— may not be personal to others.

In addition to encouraging interaction, it is best if you are able to tie your icebreaker into the
topic to be discussed. Are there any points of your presentations illustrated by the activity? If
s0, bring them out. If not, you may want to consider choosing a different icebreaker.

Ideas for Icebreakers

“Learning from Experience”

Have participants introduce themselves and explain one thing they have learned the hard way
about the topic you are covering. Post the learnings on a flip chart and refer to them throughout
the class.

“Challenges and Objectives”

Divide the class into small teams. Instruct teams to identify their challenges in the topic and their
objectives for the training. Post work on flip charts. Have them introduce their team and share
their work with the rest of the class.

“Questions”

Have each person write a question they want answered in the training on a Post-it® note. Have
them introduce themselves and their question. Then post all questions on a wall chart. During or
at the end of training, ask the group to answer the questions.

“Role Models”

Have each person identify someone who is a role model for the topic being discussed. Have them
share the person’s name and the qualities or characteristics that make them a good role model.
Post characteristics on a flip chart.

“Dos and Don’ts”
Have participants introduce themselves, sharing their name, department, and either a “Do” or a
“Don’t” tip for the topic being discussed. Post tips on a flip chart.

“Collective Knowledge”
Have participants work in teams to identify five rules for dealing with difficult people (or the
topic under discussion).



“Charades”

Have class work in small teams of 4-5. Instruct teams to identify one type of person they all find
difficult. Then have the team act out that type of person while the rest of the class tries to guess
what they are acting. This can be a fun activity and can lead to a short discussion about needing
to keep a sense of humor when dealing with difficult people.

“Who Can Develop?”

Have participants identify someone who has contributed to their professional development. As
they introduce themselves have them explain their relationship to the person that contributed to
their development.

“Developing Yourself”
Have each person introduce himself and share one action they have recently taken to develop
themselves (other than signing up for this class). This can be done as a group or in small teams.

“Acceptance Speech”

Have participants introduce themselves and thank someone who has contributed to their
professional development. They should thank the person as if they are receiving an Academy
Award. You may need to limit speeches to 30 seconds.

“First Job”
Have participants introduce themselves, sharing their name and something they learned on their
first paying job.

“Dinner Plans”
Have each person complete the following sentence: “If I could have dinner with any person,
living or dead, it would be because

2

“Experience Tally”

Ask each participant how long they've been with the company or in their current job. Total the
number of years. Point out that the class will have X number of years of experience on which to
draw.

“Good or New”
Ask each person to share something good or new they have experienced in the last 24 hours.

“I Noticed”

If participants have made commitments in a previous workshop to change behaviors, ask others
to share one thing they've noticed another person doing differently. As an alternative, have each
individual share one thing he/she has done differently since the last session.

“I’m Unique”
Ask each person to share one thing that makes him/her unique.

“My Slogan”

Explain that many companies have slogans or “mottoes” which reflect their values. For example,
Ford Motor Company uses the slogan, 'Quality is Job One." Ask each person to write (or borrow)
a slogan to describe him or herself and share that with the class.



“The Worst Team”

Have each person share a description of the worst team they have ever been on and why. Post
characteristics on a flip chart. Debrief this exercise by having the team identify ways to avoid the
“worst team” characteristics.

“Three Truths and a Lie”

Give each individual a 3x5 card and instruct them to write 4 statements about themselves: one of
the statements should be false while 3 should be true. Explain that the goal is to fool people
about which is the lie. Allow 5 minutes to write statements; then have each person read the 4
statements and have the group guess the lie. Award a prize to the individual who makes the most
correct guesses.

“Fears”

Ask each person to share his or her greatest concern about participating in the team building or
training. Post fears on a flip chart. At the end of the session, revisit the list and ask the group to
share whether their fears were realized.

“Picture Perfect”

Have each person on a team draw a picture or series of pictures to represent their current view of
the team. (They can draw on pieces of paper or flip charts posted around the room.) Allow 5
minutes; then have the rest of the group explain what they see in each other's pictures.

“Something New”

On the second day of a team building meeting, ask each person to share one thing they learned
about someone on the team in the last day. Have the rest of the group try to guess who is being
described.

Source: List reproduced by permission of Results Through Training, www.rttworks.com.



Enhanced Group Facilitation: Techniques and Process
AEA/CDC 2010 Summer Evaluation Institute Atlanta,
Georgia
June 14 & 15, 2010

Role of the Facilitator

Content Facilitator
e Serves as the content and process expert, usually for training purposes.

Neutral Facilitator
e Serves as the process expert as opposed to a content expert, although the facilitator may
be knowledgeable in the content area.

Neutral facilitator responsibilities include:

e Explaining their role, and the role of the recorder, to the group.

e Presenting and reaching agreement on the meeting agenda and ground rules.

e Contributing to the meeting process, and remaining neutral on meeting content.

e Keeping members focused on the task by encouraging equal and respectful
participation.

e Keeping time, using judgment in making adjustments to the agenda.

e Communicate with the meeting leader during critical or strategic moments to
determine next steps and directions.

e Encouraging group members to take ownership of decisions and implementation
plans.

Leader Working with a Facilitator
e The leader is responsible for the content and final outcome of the meeting.
Responsibility for the process belongs to the facilitator. The leader may be a meeting
participant, observer, content resource, or may not participate at all.

How the leader can help the facilitator:

e Familiarize the facilitator with the purpose of the meeting, success factors and desired
outcomes, industry or organizational trends, personalities and group dynamics, and
technical information as appropriate.

e Introduce and explain the role of the facilitator and recorder.

e Support the facilitator by keeping the group on task.

e Meet with the facilitator during breaks to discuss process and progress.

Facilitative Leader
e This is the most difficult role because you are responsible for the outcome of the meeting,
and serve as the meeting facilitator. In this role, you can be collaborative and flexible, but
you do not have to be neutral on the content and process. Regardless, you will need to
make a decision as to whether you can facilitate and participate — it is difficult to do both.



Recorder
e Keeps the “group memory” or a written record of ideas and decisions generated during a
meeting (via flipcharts or newsprint). This seems like a secondary role, but it is incredibly
important because critical ideas and decisions can be lost if there is no recording. This is
a great role for a “facilitator in training”. P.S. Spelling doesn’t count.



Enhanced Group Facilitation: Techniques and Process
AEA/CDC 2010 Summer Evaluation Institute Atlanta,
Georgia
June 14 & 15, 2010

Characteristics of Effective Trainers and Facilitators
Self-Assessment Inventory

The purpose of this self-assessment instrument is simply to give you a way to look at your own knowledge, skills, and values/attitudes related
to being a facilitator or trainer. It is for your purposes only, to share with others as you wish, and to guide your own development and growth
as a facilitator.

For each item, rate yourself from “excellent” to “needs improvement” based on your own experience and your assessment of strong you are
on that item.

Excellent Good At a Loss Needs
\ Sometimes Improvement

Values and Temperament

1. | Respects the needs of adult learners.

2. | Holds all group members in “unconditional positive regard.”

3. | Honestly represents the role of the facilitator and the purpose of
the training/meeting.

4. | Seeks to empower group members.

5. Self-awareness, including a sense of impact of his/her own
behavior on others.

6. Patience to pace self in accordance with the group’s
developmental phase or informational needs.

7. | Flexibility and adaptability in response to the group’s needs.




Knowledge/Understanding

Excellent

At a Loss
Sometimes

Needs
Improvement

1. | Understanding group process and the stages of group
development.

2. | Knowledge of learning theory and motivation for learning and/or
participating in groups.

3. | Understanding of what background information you must have
about the specific group — history, purpose, accomplishments,
members, needs, etc.

4. | Working knowledge of subject matter under consideration by

group, and knowledge of resources available to become more
grounded in the subject.

Use of Facilitation Tools and Techniques

1. | Ability to convey purpose and direction clearly for group
activities.

2. | Ability to keep group on track.

3. | Ability to select appropriate techniques and tools for intended
purpose and for the composition of the group.

4. | Ability to use the training/meeting time effectively.

5. | Ability to establish objectives and to move a group towards them.

6. | Ability to model behaviors that are taught.

7. | Ability to make appropriate interventions, including giving
constructive feedback even when feedback might be perceived
negatively.

8. | Ability to deal with his/her own and others’ feelings.

9. | Ability to deal with volatile or controversial material.




Excellent At a Loss Needs
Sometimes Improvement

Communication Skills

1. Communication is concrete and easily understood.

2. | Communication is relevant — it supports what the group is doing
and the process for doing it.

3. Communication is respectful — focuses on issues, problems, data,
and goals, not on mistakes, errors, weaknesses of group members.

4, Ability to encourage everyone to participate in discussion and
group activity.

5. | Ability to encourage participants to take risks without
embarrassment.

6. | Ability to facilitate learning among participants.

7. | Ability to facilitate decision-making within the group of

participants.
8. | Ability to plan and organize presentations.
9. | Ability to deliver clear presentations.

10. | Ability to make effective use of visual aids.

11. | Solicits, receives and considers feedback from the environment
(participants, observers, others).

12. | Ability to draw connections between comments.

13. | Summarizes discussion periodically, highlighting main points.




Enhanced Group Facilitation: Techniques and Process
AEA/CDC 2010 Summer Evaluation Institute Atlanta,
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June 14 & 15, 2010

Challenging Participants

Monopolizer
e Big talker, gobbles all air time if allowed.

Experts

e Always looking for opportunities to disagree or show others up, beyond healthy
disagreement. Parades big words and name dropping.

My Own Agenda
e Wants to achieve their own goal, not necessarily the meeting’s goal. Not necessarily
obnoxious, but will take a stand on an issue and rarely move. May be hostile or angry,
depending on the issue.

Non-Listeners
e Tends to interrupt, cut off, and leap into discussion before others have had their say. Is
very eager and wants to advance her ideas (may be a “My Own Agenda” person too).
May also be uninformed and unprepared, so comments are not productive and may lead
group off on tangents.

Idea Zappers
e Puts down other people’s ideas and has many reasons for why a new or different idea
won’t work because it’s too late, it’s too early, we’ve tried it before, etc. Tends to be
negative and may be hostile or angry. May be a complainer who blames, faults, and
shares pet peeves.

Hesitators
e Participants who should be at the meeting, they can contribute content and may have a
decision-making role. But shy, reluctant, silent most of the time, easy to overlook, and
melts into the background.

I’d Rather Be Somewhere Else
e Did not volunteer nor are they a willing participant in the meeting. May have been sent
by the boss. They show this by whispering to others near them, doing other work,
working on their Blackberry, fidgeting and yawning, and sleeping.
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Preventions

Facilitation techniques used in anticipation of certain common meeting problems

Key Prevention Strategy: Get the group to agree on process and then hold the group to that
process.

Preventions

Technique What to Say or Do

Get agreement on desired outcomes, | v Before we get into our agenda for today, I'd
agenda, decision making, ground rules like to make sure we all agree on how were
going to work together.

Suggest a process v I’d suggest looking at criteria before trying to
evaluate options.
Get agreement on how to proceed v' Is everyone willing to identify criteria first?
Listen as an ally v Let me be sure I understand your view of the
problem. You’re saying that __Is that right?
Educate the group with “process v There is no one right way to solve a problem.
commercials” about how groups work Which way do you want to start?

v If we don’t agree on the problem, we will never
agree on the solution.

v" You can’t solve two problems at once.

Ask open-ended questions v" What do you think we should do? Say more
about your idea for doing that?
Be positive v Tknow this issue is quite emotionally charged,
Encourage participation but if we take our time and work our way

through the problem, I’m sure we can find a
solution we can all live with.




Remember: Building a group decision is based on a series of small content and process
agreements made along the way.
Examples Open Focus Close
Process Agreement “Are we ready to “Are we ready to “Are we ready to
brainstorm?”’ organize the make a decision?”
information?”’
Content Agreement | “Is this the complete “Are these the right “Is this our final list
record of all of the categories?” of recommendations
focus groups’ to take to the board?”
responses?”
Preventions
I. STATE CONTENT: Clearly state the content of what will be discussed (and what

won’t) at the beginning of the session.

2. CLARIFY THE PROCESS: Explain HOW the content will be covered or discussed
before beginning.

3. CHECK FOR AGREEMENT: Make eye contact. Ask specific questions.

4. FOCUS ON AGREEMENT: Summarize what’s been accomplished, decided or
agreed upon, even if there are points of contention. We’ve made a lot of progress in
this meeting, especially in the last 30 minutes. We can finish this last item in the next
10 minutes.

5. NOSTUESO: No One Speaks Twice Until Everyone Speaks Once, A great ground

rule to lay out, especially if you anticipate that one or a few people will dominate the
discussion.



Interventions

Facilitation techniques used when certain common meeting problems occur

Technique

Interventions

What to Say or Do

Boomerang

Maintain/regain focus

Say what’s going on

Avoid process battles

Enforce process
agreements

Difficult people:
1. Accept

2. Legitimize
3. Deal with/defer

Don’t be defensive

Use body language

Use humor

Protect others from
personal attack

What do you think we should be doing? (Returns their
questions to them)

Let’s all stay focused on identifying problems. Are we all
together?

Just a moment, one person at a time. John, you were first, then
Linda.

It’s very quiet here. What does the silence mean?

Cut off argument on the “right” way to proceed.

“Can we agree to cover both issues in the remaining time?
OK, which do you want to start with?”

We agreed to brainstorm. It sounds like you’re starting to
evaluate the ideas now. Would you hold onto that evaluation
idea for now?

You’re not convinced we’re getting anywhere? That’s OK, you
maybe right. Would you be willing to hang on for 10 more
minutes and see what happens?

Thanks for raising this issue that wasn’t on the agenda. Do we
need to address that now or should we put it on the clipboard
for your next meeting?

I cut you off? I'm sorry. Please continue.

You think I’'m pushing too hard. Thanks for telling me. How
would you like to proceed?

Don’t point; reach out underhanded; keep palms open.

Change position to become the focus or block disputing
people’s view of each other.

Be funny, but not offensive.

Joe, you’ve interrupted Sue several times in the last few
minutes. I’d like to hear what she has to say.




Interventions

Interventions are techniques you can use to put things back on track when they have begun to go
astray. Pay close attention to the group. Look for the issues below to get involved.

v

BOOMERANG: When a participant attempts to question the process or otherwise wants
to take the group in a different direction, it can be helpful to turn that question to the
group. You can ask, “Well, what do you think?” or “Let’s consider that question for a
minute. What are people’s thoughts?”

REINFORCE PROCESS AGREEMENTS: Keep people working with the process and
ground rules that the group agreed to. “Remember, this is just the brainstorming stage;
clarifications and discussion will follow later?” or “If you would like to speak, I need to
see a raised hand, as we agreed. It doesn’t work to have people cutting each other off.”

REGAIN FOCUS: Use the goals, agenda, outcomes, activity at hand or other ways to
refocus the group. For example, “We’re getting off track with this item. Remember our
purpose is to decide a theme for the training; we can deal with the issue of space, but we
need to make a separate time for that.” Or “Let’s refocus; take a five minute break, then
come back and let’s get through this.”

ACCEPT/LEGITIMIZE. THEN DEAL WITH OR DEFER: Accept participants’
statements, even when emotional, without letting them take the group totally off track.
For example, “It’s clear that you have some very strong opinions about this. Let’s keep
thinking about how to turn these problems into solutions.” “Wow, that’s an important
point. Perhaps we should take five minutes to address that point before moving on. Does
everyone agree?” “That’s a critical issue. Keep it in mind because we’re going to talk
about this a few items down our agenda.”

USE HUMOR: Or someone else’s humor. Allow for some laughter and good natured
joking. It can help to diffuse tension and lighten difficult situations.

ASK/SAY “WHAT’S GOING ON?”: Being direct can be a useful technique when
there is clear tension or resistance. Be prepared to deal with the answer.

BREAK: Call a break if participants look like their attention is waning. Have a stretch.
Play a short game or do an icebreaker.

Professor John Barkai (based on the work of Donna Ching), University of Hawaii Law School
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A Framework — Open / Issue Undefined

Brainstorming
Generate a large number of facts, ideas or solutions in a short period of time. Brainstorming
encourages creativity and produces many alternatives.

Materials
Flipchart, Masking tape, Markers

Process

1. Generate ideas by: a) introducing the session and the issue statement, b) recording all
responses on the flipchart and hanging all flipchart pages for everyone to see, ¢) limit
time, and give a five-minute warning.

2. Clarify each idea by reading it aloud and facilitating discussion about the idea as needed.
Do not evaluate the ideas.

3. Combine ideas that are almost identical by looking for easy agreements. Do not combine
if there is extended discussion, which usually indicates disagreement.

4. Categorize ideas by looking for easy agreements. Consider using an Affinity Diagram to
group ideas.

5. Use a focus technique to narrow down or prioritize ideas.

Ground Rules:
e Freewheeling is expected
e No evaluation during generation stage
e More ideas are better
e Combine and extend others’ ideas where possible

Pointers:
e Ensure participation by all group members; use round robin if needed.
e Seta goal for a certain number of ideas.
e Encourage creativity and “piggybacking”.
e Use “What if?” or other triggering questions to stimulate idea generation.

Imaging
Imaging allows group members to creatively visualize their ideas about an issue. Participants can
work individually or in groups.

Imaging enables participants to address issues from a nonverbal perspective. It can get
traditionally verbal teams “out of the box™ and can be considered for use with a variety of teams
(e.g., teenagers, tribal communities, etc.)



Materials Needed
Flipchart, Masking tape, Markers

Process
1. Group members draw images (markers, crayons, etc.) of the issue on flipchart paper. Do
not use words in the drawings. Examples include:
a. Draw your ideal team
b. Draw the problem
c. Draw causes or solutions to the problem
d. Draw your job, team, or organization in five years

2. Once drawings are complete, each participant explains their drawing to the group.

3. Proceed with one of several follow-up techniques
a. Force field analysis, SWOT analysis, Fishbone diagram
b. Participants set personal goals to make changes
c. Teams write vision or mission statements based on drawings
d. Use an Action Plan Chart to identify and document next steps

See also: Professional Identity Portraits

Lassoing

The meaning of certain words or phrases in issue statements may be taken for granted, may be
interpreted differently by different groups of people, or may be unclear. Use the lasso technique
to make vague issue statements specific so that all the terms will be more clearly defined and
better understood.

Materials
Flipchart, Masking tape

Process
1. Write the issue statement on the flipchart.
Example: Solve communication problems among project team.

2. Circle or “lasso” words that you or the group members feel need clarification or
specificity.

3. Example: In the above statement, the words “solve”, “communication” and “problems”
may be circled.

4. Ask participants to be more specific with the circled words.
Example: Ask what is meant by “solve”, what type of “communication” is involved, and
what type of “problems” exist.



5. Transition from the lasso technique using the following statement: “Now that we clearly
understand the issue or problem we are dealing with, let’s brainstorm some alternatives
for addressing it.”

Note: Participants may want to reword the statement. The facilitator should consider the value in
this activity in terms of clarifying meaning and time remaining for contributing potential
solutions.

Stop/Start/Continue

As a facilitation technique, Stop/Start/Continue can be used between two people, within a team,
or between teams to negotiate behavior changes for purposes of improvement. The technique can
be used within a single group to determine actions that should be stopped, started, or continued
to meet a goal.

This has also been used on evaluation surveys as an open-ended item.

Materials
Flipchart, Masking tape, Markers

Process
1. Brainstorm behaviors that the other group, or their group should stop, start or continue.
Include why.
2. One group or individual makes a request for the other group or individual to stop a
behavior. No discussion or rebuttal.
3. The receiving group or individual paraphrases the request. Check with the initiating
group or individual to determine if the request was paraphrased correctly.
The receiving group or individual responds to the request.
Both groups discuss the behavior.
Both groups define action steps.
Continue through stop, start and continue behaviors.
Have action steps for each behavior typed and distributed to participants.

XN bs



A Framework — Open / Issue Defined

Affinity Diagram
Affinity diagrams organize a large amount of information into groupings according to
relationships among items. This process works best with groups of 4 to 8 people.

Materials
Flipchart, Masking tape, Markers, Post It notes

Process
1. Write the topic of discussion as an open-ended statement on the flipchart
Participants brainstorm issues related to the topic and record one issue per Post It note.
One participant places one note on the flipchart. Group members place other notes with
related ideas next to the original note.
Continue process until all ideas are posted.
5. Reach agreement on a title or heading for each group of notes.
6. Complete diagram by connecting headings to all related notes.
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Force-Field Analysis

Force-field analysis determines forces that will drive and block change to define and analyze
problems, and develop action plans. An imbalance in the forces must be discovered if change is
to occur.

Driving forces are factors or pressures that strongly support the goals of change. Restraining
forces are factors that are obstacles to change. Change can be facilitated by strengthening driving
forces and weakening restraining forces.

Materials
Flipchart, Masking tape, Markers, Post It notes

Process
1. Identify issue by:
a. Group members envision and list the components of their ideal situation
b. Participants share ideas that are recorded on the flipchart
c. Group members envision and list components of the present situation
d. Participants share ideas that are recorded on the flipchart
2. Brainstorm and record lists of:
a. Driving forces that encourage change from the present to ideal situation
b. Restraining forces that prevent change from the present to ideal situation
3. Clarify items
4. Identify critical forces by:
a. Using a focusing technique to prioritize both lists
b. Recording top forces on a new flipchart page
c. Each participant evaluates each item on a scale of 1 (Low) to 5 (High) via Post It
(See: Rating Scales)
d. Calculate values assigned to driving and restraining forces



5. Develop action strategies for changing each of the strongest forces to move from the

present to the desired situation.

Flipchart example:
Driving Forces Restraining Forces
e Driving force #1 e Restraining force #1
e Driving force #2 e Restraining force #2
e Driving force #3 e Restraining force #3
e Driving force #4 e Restraining force #4
e Driving force #5 e Restraining force #5
e Etc. e FEtc.
Item Writing

See Item Writing Job Aide.

Phillips’ 66

A variation on Nominal Group Technique, break a large group into groups of 6 (this is a
guideline, group size can vary from 4 to 12), allowing them 6 minutes to generate ideas. Provides
a small-group atmosphere within a large-group setting.

Materials
Flipchart, Masking tape, Markers, 3x5 Index cards, Pens/Pencils, and Post It notes

Process

1.
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Present issue

Divide groups into 6 persons (can be groups of 4 to 12)

Take 6 minutes for silent idea generation

Rank ideas within small group

Reform large group. Report and record top ideas from the small groups via round robin
method

Clarify, combine and categorize ideas

Rank ideas

Conduct and discuss preliminary vote

Conduct final vote



SWOT Analysis

A Strengths / Weakenesses / Opportunities / Threats, or SWOT analysis, is a structured group
technique used to identify internal and external forces driving an organization’s competitive
position in the marketplace. SWOT analysis can also be used to assess an internal group’s
positioning within an organization.

SWOT analysis results can lead to: solving problems, implementing change, and developing
strategies for achieving an internal group or organization’s mission, goals and objectives.

Materials

Flipchart, Masking tape, Markers

Process

1. Define SWOT

a.

d.

Strength — Internal attributes that help achieve goals and objectives, provide a
competitive advantage in the marketplace. Examples include, but are not limited
to: Experienced staff, staff commitment and loyalty, amount of funding, authority,
political support, communications infrastructure, training plans, technical skills,
etc.

Weakness — Internal attributes that are harmful to achieving goals and objectives,
or that detract from a competitive position in the marketplace. Examples include,
but are not limited to: Lack of staff, lack of funding, lack of commitment and
loyalty, lack of expertise, wildly divergent needs, disagreement on goals and
priorities, etc.

Opportunity — External conditions that help to achieve goals and objectives, and
that can contribute to a competitive a