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ATTAINING RESULTS: MAXIMIZING MEETING EFFECTIVENESS

February 7, 2007

10 AM – 12 Noon

PART I -- A G E N D A

10:00 AM
Welcome and Introductions

10:10 AM
Your Role: Meeting Manager/Leader/Facilitator
10:30 AM
Break

10:35 AM
Preparation and Meeting Management 
11:30 AM
Chose the Process that Fits the Desired Outcomes 

12:00 NN
Adjourn – Part I 


OVERVIEW OF FACILITATION

DEFINITIONS OF FACILITATION
· Facilitation is the ability to coordinate rather than lead a meeting, so that all group members are encouraged to participate in the discussion or activity.

· A process of decision-making guided by a facilitator who insures that all affected individuals and groups are involved in a meaningful way and that the decisions are based on their input and made to achieve their mutual interests. Facilitators may be neutral outside third parties or organizational leaders trained in the process.

· Facilitation is helping individuals or teams think through what they want (goal) and then organize themselves to achieve that outcome.
· Facilitation is a collaborative process in which a neutral seeks to assist a group of individuals or other parties to discuss constructively a number of complex, potentially controversial issues. 
· It is the art of guiding people through a process towards agreed-upon objectives in a manner that encourages participation, ownership and creativity by all those involved.

WHY FACILITATION SKILLS ARE VALUED IN TODAY'S WORLD 
Doing more with less... in less time. 

The use of a facilitative meeting process helps people and organizations determine clear solutions to organizational pressures. This process can save time and money by engaging diverse groups of people and moving them toward results. Effective meeting managers/facilitators excel in their ability to help groups solve problems before they become crises helping everyone to reach goals and realistic solutions.

It has been demonstrated that group problem solving processes enable more effective and efficient solutions that are more readily implemented in less time. The facilitative process can actually help to save time with a better outcome.  
Connectivity and Diversity. 

As virtual, diverse and/or cross-functional teams and groups become increasingly common in organizations, the use of facilitative meeting process helps streamline participative group processes for strategy, plan development and implementation. Facilitation also leverages and builds on existing synergies.
Desire for Clear Solutions to Communication Problems. 

The facilitative leader helps improve communications inside and outside organizations and augment the quality of teamwork, participation and management of diverse groups of stakeholders. They provide the clear channels to 'make sure that individuals are heard'.

Source:  International Association of Facilitators, www.IAF-World.org

LEADERSHIP STYLE: FACILITATIVE?
Facilitation as a style of leadership is rapidly gaining ground. In an environment of rapid change, no single person can see all that is happening or needs attention. Command and control styles of leadership under these conditions are ineffective in today’s fast-paced, changing work environment.  Employees and managers with information need to respond to changes rapidly with authority and the right tools. 

Facilitative leadership isn't always appropriate, but it yields the best results when there is time to employ it. The type of leadership depends on the abilities, situation, and culture of each organization. For instance, facilitative approaches often are unsuccessful in groups/teams where the mastery of basic or new skills demands their full attention, or who have temperaments that require constant direction. Further, in crisis situations, with little time for discussion, command and control is the leadership style of choice.

How does Facilitative Leadership compare to Visionary Leadership and Management?  In their book, "Managers as Facilitators, Richard Weaver & John Farrell distinguish between the visionary leader, the manager, and facilitator. The following table from their book summarizes the differences between each of these three roles.

	Visionary 
	Manager 
	Facilitator

	Concerned with doing the “right thing” - vision
	Concerned with doing things right
	Concerned with helping people do things to achieve the goal

	Takes the long-term view 
	Takes the short-term view
	Helps people find a view and articulate it

	Concentrates on what and why 
	Concentrates on how
	Helps people concentrate and be clear in the here and now

	Thinks in terms of innovation, development, and the future
	Thinks in terms of administration, maintenance, and the present
	Helps people think and helps them communicate in implementing tasks

	Sets the vision: the tone and direction
	Sets the plan: the pace
	Helps people make meaning of tone and direction and to function well at the required pace

	Hopes others will respond and follow
	Hopes others will complete their tasks
	Hopes others will engage in the process to meet the objectives

	Appeals to hopes and dreams
	Monitors boundaries and defines limits
	Helps others make meaning of hopes and dreams; pushes appropriately on boundaries

	Expects other to help realize a vision
	Expects others to fulfill their mission or purpose
	Helps others articulate a shared vision and common mission 

	Inspires innovation
	Inspires stability
	Helps people respond to change as well the “constants” 


OVERVIEW OF THE MEETING MANAGER’S ROLE 

EXERCISE: DEFINING THE MEETING MANAGER/ FACILITATOR’S JOB

DIRECTIONS: Assume that you are going to outline the temporary (collateral) duties and attributes that you are seeking for an internal meeting manager or facilitator. List below those TASKS and ATTRIBUTES that you would see as important when creating this position description. PLEASE LIST THEM BELOW.

TASKS:  
ATTRIBUTES: 

THE ROLE OF THE MEETING MANAGER 

OR FACILITATOR

Think of this person as the “ring leader” of a circus!

TASKS OF THE MEETING MANAGER/FACILITATOR:

· Helps the group formulate a plan (and an agenda) for addressing their issues or concerns – outcome-focused!

· Plans and designs the meeting process – one design does not fit all meetings!

· Enables all group members to participate ‘’

· Structures and tracks group procedures – clarifies purpose and scope, group expectations, etc.

· Helps group determine its preferred decision-making process

· Records the group memory and helps to craft the group messages

· Facilitates group discussion and assists with achieving group’s objectives by guiding and summarizing agreements, disagreements, and areas in need of clarification

· Handles conflict when it arises

· Manages the group dynamics and monitors the pace and progress of the meeting

· Serves the whole group rather than individuals and focuses on the process rather than just the content; ensures that the environment is a safe and confidential one

Necessary Skills:
1. Group Development Skills

· Be aware of group dynamics and stage of group development (Forming, Storming, Norming, Performing)

· Familiar with group’s history

· Accommodate group culture and norms
2. Meeting Management Skills

· Handle meeting logistics

· Create agenda

· Determine group expectations and desired outcomes

· Manage time

· Establish ground rules

3. Problem-Solving Skills

· Be able to analyze group problems – get the source 

· Provide problem solving tools

· Develop a clear problem statement with the group

· Get “buy-in” and agreement on goals, process, and outcomes

4. Process Skills

· Provide tools for group inclusion and generating discussion

· Manages conflict within the group and manages challenging personalities 

· Helps to create a “safe” and productive environment


PROCESS DESIGN FOR EFFECTIVE MEETING MANAGEMENT

Four Design Elements to Consider:

· Phases

· Events

· Techniques

· Behaviors

Phases: Organization of work flow/task plan

· Problem identification, conflict assessment, analysis/data, option generation, agreement/consensus

· Includes time, budget, and personnel involved

Events:  Types of work sessions

· Examples -- entire group meetings, committee meetings, public forums, conference calls, presentations, press events, etc.

Techniques:  Process tools, exercises and other structured activities

Behavior: Cognitive and communication acts that participants must utilize

· Ground rules for behavior, building trust, opening lines of communication, defining consensus, setting expectations, etc.

· Managing expectations and checking in with participants

 RULES OF ENGAGEMENT

Sample Ground Rules
· Attributions will not be made to individuals

· Use of respectful language and behavior

· Consideration of other’s perspectives

· One person speaking at a time

· Willingness to listen attentively without responding

· Side conversations should be taken away from the table

· Begin and end on time and stay until the end

· Offer only constructive comments

· Agree to consistent attendance from one meeting to the next

· Discussion of whether proxies or substitutes will be allowed

· During brainstorming, no evaluation

· Debate ideas or positions, not individuals


The following is a comprehensive list of factors that facilitators manage when managing groups/teams effectively: 

1. Create a “safe” environment for dialogue – degree of confidentiality

2. Test assumptions and inferences – ask for clarification and seek individual’s interests, not their stated positions

3. Probe – ask participants to share all relevant information; ask for examples; ask for explanations of the reasons behind one's statements, questions, and actions. 

4. Monitor reactions to language – words hold powerful meaning, so agree on what words can and cannot be used 

5. Summarize or reframe the discussion -- to test for common understanding and agreement; technique: make summary statements, then invite questions and comments. 

6. Raise the “undiscussable” issues – design ways to deepen the discussion and test disagreements and solutions.

7. Maintain the group focus – interrupt to redirect and keep the discussion focused 

8. Foster participation by all -- All members are expected to participate in all phases of the process

9. Address conflict  -- when conflicts or disagreements arise, deploy strategies to make the conversation safe and effective; monitor emotions

10. Move toward group consensus – monitor the group’s progress toward reaching consensus and note milestones  

Source: The Skilled Facilitator, by Roger Schwarz.

Typical Steps in a Facilitated Process (Consensus Focused)

· Develop agenda and outline a process design

· Define role of the meeting leader or facilitator

· Agree upon ground rules and meeting logistics 

· Hear introductions and introductory statements about concerns

· Open discussion and then develop agreement on what the issues are

· Discuss and agree upon decision-making process

· If necessary, determine how to introduce standards, data, or scientific approaches

· Work on each issue in sequence and try to identify all interests (create subcommittees, caucus separately, etc.)

· Generate options and categorize options

· Discuss and evaluate options using agreed-upon standards

· Select or develop solutions from options 

· Frame recommendations

· Obtain feedback from stakeholders’ constituents
GARNERING TRUST

EXERCISE:  With a colleague, identify ways that you have successfully garnered trust when group members have been skeptical or overly cautious.  You have 3 – 5 minutes to complete your list of successful strategies.  Please be prepared to share them with the large group. No attribution or specifics, please! 

Part II -- If you have time remaining, please list the challenges that you have experienced in working with group where trust is extremely low.

Successful Strategies:

Challenges to Building Trust:

Ways to Build Trust 

1. Individuals must have confidence that their ability to be heard so that managers can take appropriate action.  The organizational climate must be one that supports open communication without reprisal.  If that is not the case, then meeting manager should see if it is possible to remove the supervisor from the discussion.
2. At times, the issue is one of restoring trust.  When this is the case, it is recommended that a pre-meeting be held with each individual to determine whether he or she is ready to re-engage in a productive, open manner.  The meeting manager/facilitator can ensure that this will happen when the wounded party’s self-interests can be understood and deployed.  In order for a facilitator to hear this individual’s self-interests, the meeting manager/facilitator should try to step into that individual’s shoes and then ask many probing and clarifying questions to fully understand what will motive this person to re-engage in a constructive manner.  The topic of how to rebuild one’s trust with actual measures is a valuable one because it provides benchmarks for success.  
3. At the meeting, the meeting manager’s role is an important one of managing the discussion in order to maintain a safe and productive environment.  The meeting manager should provide an environment where issues can be aired, solutions found and trust restoration openly discussed.  
4. Establish ground rules and then hold everyone accountable for following them.  Additionally, build trust-building exercises into the meeting agenda at important intervals.
Tips for Dealing With Difficult 

Situations and People
Distrust Among the Parties

· Begin by clearly defining the purpose, process and the roles of the facilitator, the participants, and any outside experts or observers

· Use an ice-breaker or different approach to introduce the members to each other

· Use team-building exercises to build trust

· Take the members on a field trip to the site in question

· Determine what scientific sources are credible to all viewpoints and develop a data collection plan

· Remind parties to focus on their common goals and future achievements, not on past conflicts

· Create informal lines of communication, such as coffee breaks, hikes, or another social event, to allow participants to get acquainted in a different context

· Designate a press contact – chairperson or facilitator

Difficult Personalities
· Establish ground rules and enforce them

· Be observant of all participants’ behaviors and non-verbal cues

· Determine if you perceive a problem and then map out steps to address that problem or person in question

· Meet one-on-one with the participant and make inquiries and name the troublesome behavior for the person

· Use role-play exercises to teach effective communication skills

· If the behavior continues and it is extremely disruptive, then confront the participant in the group setting

PROCESS TOOLS FOR EFFECTIVE MEETING MANAGEMENT
Idea Writing

· Formation of several small groups of 3 – 6 people

· Presentation of a triggering question to the group 

· Silent generation of ideas in writing by each person

· Exchange of written sheets among group members with opportunity to comment/add

· Group discussion to clarify key ideas or concerns

· Presentation of a report verbally from each group which summarizes ideas generated by the entire work group
Gallery Walk

· Create white space for ideas by posting chart paper around the walls of the room – either label these sheets with a specific category or allow them to generate ideas and then categorize later

· Provide either Sharpie markers with fine points or hand out Post-It Notes for individual use

· Ask individuals to limit one idea per note and then post them around the room

· The facilitator will summarize the comments on each sheet, pose questions, and offer insights.  The group as a whole is encouraged to react to the comments as they are summarized.  If this is still too “threatening” or revealing, then a second round of walking can be offered so that individuals can write comments alongside those that are already posted. Then the facilitator should debrief these comments for the large group.
 Appendices

· Sample Guidelines for Newly-Created Groups – Provided by Arlington County, VA

· Bibliography and Websites

· Biography of Kathryn Shane McCarty
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ATTAINING RESULTS: MAXIMIZING MEETING EFFECTIVENESS

February 14, 2007

10 AM – 12 Noon

PART II -- A G E N D A

10:00 AM
Welcome and Introductions

10:10 AM
Core Meeting Elements  
10:45 AM
Stretch Break

10:55 AM
Process Tools for Meeting Management 
12:00 NN
Adjourn

CORE FOUNDATION FOR EFFECTIVE MEETING MANAGEMENT

I. Meeting Purpose

· Stated purpose

· Desired outcomes

· Reporting tools
II. Meeting Content
· Specific topics to be covered

· Degree of controversy/differing views

· Phase of the discussion
III. Stakeholders and their Roles
· Internal vs. External

· Representatives vs. All Present
IV. Meeting Environment

· Group dynamics – how to make it safe and productive

· Roles of individuals, leaders and meeting manager/facilitator
· Ground Rules/Rules of Engagement
· Room lay-out
· Equipment needs

MEETING ELEMENTS
· Team Building
· Fostering Communication
· Information Sharing
· Scientific or Technical Discussions
· Strategic Planning/Discussions
· Tactical Planning/Discussions
· Consensus Building toward Decisions or other Decision Tools
RULES OF ENGAGEMENT

Sample Ground Rules
· Attributions will not be made to individuals

· Use of respectful language and behavior

· Consideration of other’s perspectives

· One person speaking at a time

· Willingness to listen attentively without responding

· Side conversations should be taken away from the table

· Begin and end on time and stay until the end

· Offer only constructive comments

· Agree to consistent attendance from one meeting to the next

· Discussion of whether proxies or substitutes will be allowed

· During brainstorming, no evaluation

· Debate ideas or positions, not individuals


The following is a comprehensive list of factors that facilitators manage when managing groups/teams effectively: 

11. Create a “safe” environment for dialogue – degree of confidentiality

12. Test assumptions and inferences – ask for clarification and seek individual’s interests, not their stated positions

13. Probe – ask participants to share all relevant information; ask for examples; ask for explanations of the reasons behind one's statements, questions, and actions. 

14. Monitor reactions to language – words hold powerful meaning, so agree on what words can and cannot be used 

15. Summarize or reframe the discussion -- to test for common understanding and agreement; technique: make summary statements, then invite questions and comments. 

16. Raise the “undiscussable” issues – design ways to deepen the discussion and test disagreements and solutions.

17. Maintain the group focus – interrupt to redirect and keep the discussion focused 

18. Foster participation by all -- All members are expected to participate in all phases of the process

19. Address conflict  -- when conflicts or disagreements arise, deploy strategies to make the conversation safe and effective; monitor emotions

20. Move toward group consensus – monitor the group’s progress toward reaching consensus and note milestones  

Source: The Skilled Facilitator, by Roger Schwarz.

DECISION-MAKING PRACTICES
· Consensus – defined as a collective recommendation or decision that each member can support; often it is not each individual’s preferred recommendation
· No Individual Veto combined with Consensus Approach Must persuade at least another person to join your view in order to “block” the recommended action

· Deferring to a Sub-Group – permit the sub-group that wrestled with the issue to put forth their recommendation, even if the larger group cannot achieve consensus on the recommendation
· Recommendations Offered by Level of Consensus – make recommendations where there is consensus and defer to a summary of the issues where no consensus is achieved
· Super Majority – decide on the percentage needed – 66%, 75% or higher

CREATING AN EFFECTIVE MEETING AGENDA

EXERCISE:
You have been asked to help design a committee agenda by the chairman of an existing committee comprised of internal USGS scientists, university professors, and private sector partners.  You also will be handling the meeting logistics of the chairman.

The group dynamics are as follows:

· There are a total of 7 members on the committee, including the chair.
· There are 3 new committee members – 1 USGS scientist and 2 external members

· The chairman has only chaired one meeting, which was a disaster – individuals were talking over each other; there was no agreement on the scientific theory being discussed or the proposed actions that prior committee members had made

The meeting will last for a total of three (3) hours and will be held in the USGS National Center in Reston, VA in one of the conference rooms.

The chairman’s desired outcomes for this meeting are to begin to build this committee as a team and to identify what scientific theories should be considered.  If they can achieve consensus on which scientific theory will serve as the basis of their committee work, he would consider the meeting an enormous success.

Step 1:  Do not build the agenda quite yet – begin by discussing what elements would you like to include in the meeting design and your rationale for including those elements.

Step 2:  Now craft a sequence for your meeting elements – what order do you want to assign and how much time do you want to spend on each element? Remember to refer back to the core foundation for effective meeting management.

Step 3:  Now that you crafted your draft agenda, consider the meeting logistics.

How should the room be set up?  How many breaks do you want to build into the agenda?  Do you need any computer/audio-visual equipment? Do you know how to reach the facility management staff if you need their assistance?


WHEN TO USE A CONSENSUS-BASED APPROACH

ISSUES
· The issues are complex but can be clearly defined 

· The issues are negotiable and do not focus primarily on constitutional rights or basic difference in values

· Sufficient number of interests, which allows room for trade-offs during negotiation

STAKEHOLDERS
· Key stakeholders are willing to participate and each stakeholder group has a designated spokesperson

· Relative balance of power among all of the stakeholders  

TIMEFRAME/LOGISTICS
· Realistic timeframe for conducting the process 

· Consensus process can be designed for full participation over the designated timeframe

AUTHORITY
· “Official” decision-makers sanction this process 

TECHNIQUES FOR RE-ENERGIZING GROUPS 

When a group doesn’t seem to be making any progress and the frustration is rising, then try one of the techniques that follow.  Look for the following behaviors as indicators:

· Lack of participation by some or all participants

· Few responses to requests for ideas or comments

· Body language which indicated that participants are disengaged

· Side conversations occurring

· No progress on the task at hand

· Conflict level raises – more negative comments, confrontation, etc.

Techniques for Re-energizing:

One-on-one Clearing: (use when only a few members are stuck).  Take a 15 – 20 minute break and ask individuals to approach others privately to discuss behaviors or issues.  The chair of the meeting or meeting manager/facilitator can assist as well.  Once discussions have occurred and the chair has checked in with each person individually, then the entire group can reconvene and report out if needed.

Group Clearing: Transition into a reflective mode and ask the group to reflect on the purpose of the meeting.  Then invite participants to express what is getting in their way of accomplishing their shared goal.
Clearing Oneself: Take a short break (10 minutes) to refocus and strategize with the chair/leader on how to modify the meeting agenda to re-focus the group. 
Getting Fully Present: State the observation of group behavior and invite participants to share their ideas on how to get more fully engaged.  Then map out the suggestions and ask for consensus on how to proceed.
TIPS FOR DEALING WITH DIFFICULT

SITUATIONS AND PEOPLE
Distrust Among the Parties

· Begin by clearly defining the purpose, process and the roles of the facilitator, the participants, and any outside experts or observers

· Use an ice-breaker or different approach to introduce the members to each other

· Use team-building exercises to build trust

· Take the members on a field trip to the site in question

· Determine what scientific sources are credible to all viewpoints and develop a data collection plan

· Remind parties to focus on their common goals and future achievements, not on past conflicts

· Create informal lines of communication, such as coffee breaks, hikes, or another social event, to allow participants to get acquainted in a different context

· Designate a press contact – chairperson or facilitator

Difficult Personalities
· Establish ground rules and enforce them

· Be observant of all participants’ behaviors and non-verbal cues

· Determine if you perceive a problem and then map out steps to address that problem or person in question

· Meet one-on-one with the participant and make inquiries and name the troublesome behavior for the person

· Use role-play exercises to teach effective communication skills

· If the behavior continues and it is extremely disruptive, then confront the participant in the group setting

PROCESS TOOLS FOR EFFECTIVE MEETING MANAGEMENT
· Idea Writing – generates ideas silently

· Gallery Walk – portrays individuals’ contributions and generates categories for further discussion
· Fishbone Diagram – identifies root causes of a problem or issue and organizes causes so that sub-issues/causes can be associated with the specific cause

· Force Field Analysis – used as a change management tool to identify the forces that will impact on that proposed change
· SWOT Analysis – used to analyze the effectiveness of an existing organizational unit or program; takes into consideration by internal and external factors

· Stop, Start, Continue – used as a decision-making tool to determine what actions/tasks should continue, begin or be terminated
SUMMARY OF MEETING PROCESS TOOLS 
Idea Writing

· Formation of several small groups of 3 – 6 people

· Presentation of a triggering question to the group 

· Silent generation of ideas in writing by each person

· Exchange of written sheets among group members with opportunity to comment/add

· Group discussion to clarify key ideas or concerns

· Presentation of a report verbally from each group which summarizes ideas generated by the entire work group
Gallery Walk

· Create white space for ideas by posting chart paper around the walls of the room – either label these sheets with a specific category or allow them to generate ideas and then categorize later

· Provide either Sharpie markers with fine points or hand out Post-It Notes for individual use

· Ask individuals to limit one idea per note and then post them around the room

· The facilitator will summarize the comments on each sheet, pose questions, and offer insights.  The group as a whole is encouraged to react to the comments as they are summarized.  If this is still too “threatening” or revealing, then a second round of walking can be offered so that individuals can write comments alongside those that are already posted. Then the facilitator should debrief these comments for the large group.

Fishbone Diagram

The fishbone diagram is a graphic depiction of the key elements of an issue or problem.  It can examine the causes of a problem or the implications of a decision.

When to Use It:

1. To help a group break down a problem, showing the causes and subsets of those causes in relationship to one another 

2. To analyze an issue whether you are looking for the causes or trying to understand all of the parts of the issue 

3. To break a task into its component elements or steps

4. To follow the sequence of actions and consequences

How to Use It:

1. At the right hand edge of your paper, draw a triangle in the rough shape of the fish head with the problem written in the middle.

2. Draw a horizontal line from the center of the fish head to the left edge of the paper as if it were a back bone.

3. As people identify different causes or consequences, put them on lines drawn off the back of the bone as if they were ribs.

4. As participants further define each cause or consequence, add

the ideas on line attached to the appropriate ribs.


[image: image1]

FORCE FIELD ANALYSIS

Force Field Analysis is a tool for assessing the forces that can work either for or against a particular change.  It is a diagnostic management technique developed by social scientist Kurt Lewin.  This tool displays the opposing forces graphically.

When to Use It:

1. To articulate and analyze the factors that push a group toward and restrain them from making a particular change

How to Use It:

1. Create a chart as shown with two columns – driving and restraining forces.

2. At the top of the chart, write a clear statement of the specific action you want to initiate.  Use language that frames the change positively rather than negatively.

3. Use brainstorming (another facilitation technique) to identify specific factors that could help the organization move toward the desired outcomes and then write them on the chart.  Now brainstorm the specific factors that could inhibit the ability of the organization to achieve desired goal.  Remember to include the perspectives of all stakeholders.

4.
Circle two or three driving forces you can increase in strength and minimize your weaknesses.

Force Field Analysis

Statement:

	DRIVING FORCES

Factor that work toward the goal
	RESTRAINING FORCES

Factors that work against the goal

	1.
	1.



	2.
	2.



	3.
	3.



	4.
	4.



	5.
	5.



	6.
	6.



	7.
	7.



	8.
	8.



	9.
	9.




SWOT ANALYSIS

SWOT (Strengths, Weaknesses, Opportunities and Threats) analysis is a tool for analyzing the current situation both internally (strengths and weaknesses) and externally (threats).  Typically, the group is seeking to maximize opportunities – both internal and external ones.  

When to Use It:

1. To help a group determine where it stands and what it might need to work on in order to achieve its desired outcomes

2. To help gather data as background analysis for solving an existing problem

How to Use It:

1. For strengths, ask the group to look for those activities that are done well – at the skills of the group, resources available, etc.  List ideas on chart paper.

2. For weaknesses, ask the group to consider and list the same wide range of issues that limit the group’s effectiveness.  Candor is important.

3. Ask the group to identify those external threats that could impact the group’s efforts.  These are often other organizational considerations or issues that are beyond the control of this group or even the entire organization, such as economic conditions, federal regulation, etc.

4. Finally, ask the group to now explore opportunities.  It is often helpful to review the other three categories to see if there are opportunities hidden within.  These factors may include both external (those of which the group has no control) and internal ones.

5. Use the template provided to visually display the four quadrants and resulting issues identified within each quadrant.

SWOT ANALYSIS TEMPLATE

	STRENGTHS



	OPPORTUNITIES



	WEAKNESSES


[image: image2]

	THREATS


STOP, START and CONTINUE (STOPLIGHT)

This is a decision-making method which uses a familiar icon -- the traffic light.  The group is asked to identify those behaviors, procedures or tasks that should be stopped, begun or continued as a result of re-evaluating a situation or formulating a goal.

Statement/Goal:

When to Use It:

1. To articulate the factors that each group member can identify that might affect the desired outcome – positively or negatively 

2. To categorize tasks or procedures so that the value of these can be foreseen and discussed by the group

How to Use It:

1. Brainstorm those factors that will impact the statement or goal.  Provide an opportunity for each person to speak.

2. Ask the group to categorize each factor into a “stop”, “start”, or “continue” category.  Seek consensus among the group members on the assignment of each factor into a category.

3. Optional:  Distribute red, green and yellow index cards or sheets of paper so that each group member can identify which category the task will be assigned.  Each member can hold up a card for task assignment – this moves the process along quickly.  There is discussion only when different card colors are raised.

· Red – stop
· Green – start
· Continue – yellow
APPLYING A MEETING PROCESS TOOL
EXERCISE:
You may either choose one of the process tools to use or the trainer will assign one to your group.  You will be asked to either share a real meeting situation to which you would like to apply this process tool or you may choose from the scenarios listed below.

One person should be willing to be the facilitator and then the group will provide the meeting content and context. The facilitator should use chart paper to capture the notes (in a template if provided).  Each group will share their experience after the simulation has concluded. 

Each group will work for 10 – 12 minutes on this exercise.
Scenarios

1. You have been asked your new unit manager to organize a meeting to begin to outline a SWOT Analysis for this unit.  Everyone in the unit has been working there for at least 3 years and is knowledge about the unit’s mission, vision, goals and programs.  Please create this unit and begin your SWOT analysis.
2. You have been asked to produce a Force Field Analysis for a proposed program or service.  Identify the service or program and then brainstorm all of the forces that could impact on your statement.  The statement is best framed as a goal, such as “To increase the number of IT analysts with Project Management certification.”

3. You have been asked to identify the nature of a programmatic conflict (choose a scientific topic).  The stakeholders have very divergent views on this topic.  You have decided that using a Fishbone Diagram might help them gain a better understanding of all of the related issues/concerns/opportunities.  Choose a topic where you have some knowledge of the issue and help your team diagram the issue.

4. You have been asked by a supervisor to organize a team meeting to discuss how to reduce the time lag in responding to customer requests.  Your team will begin by mapping out the existing customer service process since this will identify all of the tasks involved, who has lead responsibility and the timeframe for completion.   Once the process is outlined, you will use the Stop, Start and Continue tool to determine what tasks can be continued or stopped as well as what new tasks should be started.
Here is an example where you can apply the Stop, Start, Continue tool – Baking a Homemade Cake:

1. Read the recipe 

2. Gather all of the ingredients on the counter (assume they are all present)

3. Pull out your flour shifter and measure out the required amount of flour

4. Shift flour and set aside in a bowl

5. Add other dry ingredients, such as salt, baking soda, etc.

6. Pull out your mixer

7. In another bowl, begin mixing …
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Sample Guidelines for Newly Created Groups: 


Created by Arlington County Government





Charter/Mission: The mission or charter of the group should be a clear and concise statement of the group’s purpose. 





Authority: It should clearly define the reporting relationship – e.g., County Manager, County Board, county staff, etc. The advisory nature of group should be stated explicitly.





Scope of Work: The scope of work should be clearly defined, so that the scope can be used to direct the future focus of the group’s recommendations. If there are explicit work products, then those should be described.  Also, identify topical areas that are excluded or off limits.





Duration:	A specific timeframe should be provided during the group will be convened to accomplish its mission; a sunset date should be anticipated and identified. 





Meetings: To the extent known, the frequency, length and location of meetings should be specified or developed – either in advance or at the outset.





Responsibilities: It should include information about citizen roles and responsibilities.  State the members shall perform their duties within the parameters of this charge and during the perceived timeframe.  If members are representing another “group”, then it should be stated that “members are expected to draw upon their individual expertise as well as that of their group.” Reporting responsibility back to their respective organizations should also be noted as a responsibility.





Membership: This defines who can be a member of this group and how membership is obtained, e.g., volunteers, appointed by county manager, appointed by county board, etc.





Group and Staff Liaisons: It is important to identify who the volunteer leadership will be and what their role will be as a liaison. Also, specify who the staff liaison(s) will be and clearly state their roles as well.





Legal Mandates:  Note any legal mandates if they exist.





Group Process and Ground Rules:  The facilitator can either provide a draft list to begin the discussion or the group can generate their own list at the initial meeting. Ground rules establish some behavioral norms that are important to establish for group members.  Typical ground rules are included later in the manual.  They typically address the following issues:


Decision-making and authority


Communication/open meeting laws/interactions with the media


Attendance/participation expectations
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