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Facilitating Group Process

Overview:  It’s a common myth that facilitating a meeting is same as ‘running’ a meeting.  A facilitator delegates the running to the team (true owners of the output), and takes on the role of managing the group process to make it as effective as possible.  Here are a few tips that might help.
Objectives: 

1. Get the most out of your team meetings

2. Grow ownership of the output among the team members

3. Manage the health of the group process.

Goals of facilitation:

1. Getting the team to think in unison.  Team members come with a variety of motives, motivations, knowledge and capabilities.  The trick to facilitation is to take this mix and maximize it to the benefit of the team’s purpose.  Get them to think (thus work) in unison.

2. Getting the most out of the meeting.  Each team member comes (or should come) with an expectation that the meeting will be worth his time and effort.

3. Getting the greatest value possible.  Teams are there to do what individuals cannot.  Facilitation manages the group process to bring the team out of the individuals.  

Your New Role

1. Coach the team to success.  To get the best they can do together is your goal.  Not by doing it yourself, but coaching the team to their success.  You may send in the group process signals, but it is theirs to execute.

2. Mediate differences.  Teams come with a array of backgrounds, skills, experiences.  As facilitator, your role is to harness them into a common effort that eventually achieves the team’s purpose.  Leveraging introvert/extrovert, right brain/left brain, detail/big picture, job functions, etc. to the advantage of the team.

3. Mature team’s focus and output.  Each meeting should grow a higher expectation of team focus (the goal of the team) and output (bias toward action).  Once they know the group process guidelines, they have to employ it.  

4. Validate understanding.  A team falls out of alignment when ALL its members are not rowing in the same direction and in the same rhythm.  Typically this occurs when a team member is behind in understanding.  Stop and secure validation of understanding, agreement, or input before moving on.

5. Talk less, manage more.  A good facilitator nudges the team to conduct their own meeting.  To do what they’ve been instructed group process wise.  Consider the content of the meeting as a flow of river…you simply speak up when the river is getting out of its banks or not following its established course.

Your New Goal

1. Give the team accountability.  Team success is up to the team.  Make it clear up front that the facilitator simply manages group process, the team is what generates success.  Until success and failures are on their shoulders, they won’t be invested in a team outcome.  

2. Give guidelines.  Team agreements should grow as the members learn how to operate inside their differences.  Each meeting should have a review of promised actions (10%), the meeting content (70%) and a closing with assignments due(20%).  Teams always moves toward their goal: effective meetings have both pre-work and post-work.  Finally, there is no such thing as a silent team member.  Participation, input and contribution are not optional.

3. Us vs the Problem.  Great groups have great enemies.  When people realize that they have a common enemy, they shoulder together to do what they could not conquer individually.  Facilitators continually clarify and remind the team of the team purpose to enlist focus.

4. Bias toward action.  The facilitator should be channeling team conversation toward either a decision or an actionable item.  Everything else that does not contribute to these should be considered noise to the team output.  

Your new secret

1. You manage context…the team manages content.  To the degree possible, steer clear of offering input.  You optimize their output by managing how things fit together.  

2. Enlist accountability.  Give them a list of high performing team attributes.  Use it as an icebreaker of how they may be employed this meeting.  Grow the understanding that if each member does not do their part, they ruin it for everyone else.

3. Listen differently.  Listen for what’s missing.  Listen for alignment with meeting purpose and team purpose.  Listen for the contribution level.  Inquire for understanding, clarity, and validation.  

4. Grow team maturity.  If the team is not coming back with greater group process skills, a stronger resolve, they’re lagging ebhind.  Give them bite-size learnings, guidelines, then expect them to master it.  With each meeting there should be a little less need for managing group process.

5. Run interference.  If there are needs that are outside the control of the team that must be addressed, the facilitator may have to step in and provide support.  Being objective, the facilitator can approach management or culture to gain the support needed in a non-threatening manner.

Your new tools

1. Icebreakers.  Little profound or fun, think or action pieces at the front of a team meeting build both trust, commonality and creativity in five minutes.

2. Inquire.  Get great at inquiring the team to their next action, consideration or decision.  Approach it from a point of understanding what they are going to do next.

3. Focus.  Anything not contributing to the meeting purpose or the team goal should be redirected.  

4. Clarity.  Lack of clarity is sand in the team’s engine.  Validate and remove assumptions before moving on.
5. Planned paranoia.  While the team is working hard, the rest of the staff are picking up the slack and thinking the team is just having fun.  At the end of the meeting, spend time thinking how management and the culture need to be brought along for input and communication.  They don’t like surprises.

6. Follow-up.  Touching base on the progress of individual assignments between meetings clarify importance, understanding and support.  Team time is wasted if an members don’t do what they’ve committed to.

You new weapon (avoiding traps)

1. Getting too vested.  The facilitator should attempt to be impartial to the team’s content and decisions.  Getting too close to the content turns a facilitator into a member and then the group process is neglected.

2. Allowing one to speak for all.  Sometimes members forget they can only speak for themselves.  When a single person dominates decisions, positions, etc. address the team and ask them, ‘Team, what do you think?’ then wait for their response.
3. Moving too slow or too fast.  There is a fine line between gaining understanding and lingering.  If you move the conversation along too fast and there may be lack of clarity or grounding.  If you move it too slow, you are wasting valuable team time.  Give every member permission to use ELMO: enough, let’s move on.

4. Assuming.  More team time has been wasted because facts have been replaced with assumptions.  Validate.

5. Engaging the silence.  Awkward silence often brings deeper thinking, probing.  It gives the introvert time to process.  Also, if a team member isn’t saying much, why not?
6. Doing it all yourself.  Team success is up to the team.  Successful group process is up to the facilitator. 

Don’t forget a to do a Hot Wash-up
At the conclusion of each meeting do this consensus building exercise.  

1. Tell everyone write the word ‘Like’.  What was one thing they liked about this meeting?
2. Give them 20 seconds to think and write.

3. Next, tell them to write the word ‘Better’.  What is one thing that could have been done better?  Sort of a continuous improvement statement.

4. Now ask them to take turns sharing their ‘Likes’

5. Then have them share their ‘Betters’ 

6. Discussion is allowed as long as long as it makes the team stronger sharper next time.
7. Ask if they want to convert any of these to ground rules.

8. Typically, the team uses the ‘Betters’ to hone their group process dynamics in future meetings.
Monitoring Team Health
Tip: Good facilitation skills bring out a great team.

Collection of skills provided by my communication mentor, John Lovitt

Overview:  Too may teams have failed to gel because they didn’t have guidance on the etiquette of productively working together and fast tracking trust.

Goals

1. Tune up the teams ability to monitor their team skills

2. Optimize the effectiveness of the team time

3. Grow mutual consideration in working together.

Participants The Facilitator or Team leader and the team members
Procedure

1. As a facilitator, get to know the team skills that on the monitoring so that they are second nature to your observation.

2. When the team is in session, indicate when you see these traits being exercised by entering an ‘X’.  If it would have been helpful to exercise it, use an ‘O’ in a column.

3. At the conclusion of the session, reserve 10 minutes to go over great use of the ‘X’ skills and missed opportunities ‘O’

4. Ask the team if they want to self learn these skills and practice them next time.  Give a handout to those who request one.  Don’t be surprised if one requests, they all do.

5. Mentioned that to the degree these are applied well, the effectiveness of team accelerate.

6. At the beginning of the following meeting, ask if they will endeavor to exercise these skills to everywhere they can help.

7. Apply the ‘X’ and ‘O’ in the next column.  

8. Debrief how well they did.  Don’t be surprised if they are more ‘X’s and fewer ‘O’s

9. Also ask of they want to assign one of the members to do the monitoring and debriefing.

10. The group should adopt the team skills as natural traits by the 4th week.

Monitoring Team Health

Date>>

	Information seeking: seeking facts, not feelings, how often, significance...
	
	
	
	
	
	
	
	

	Information and opinion giving: offering your input: brief & concise.  Are there unquestioned facts or opinions
	
	
	
	
	
	
	
	

	Clarifying: gain mutual understanding before moving on
	
	
	
	
	
	
	
	

	Elaborating: exploring possibilities, alternatives ...
	
	
	
	
	
	
	
	

	Team Self Assessment:  what did team do well, and do better
	
	
	
	
	
	
	
	

	Next step: What happens next, who will do it, when.  Summarize
	
	
	
	
	
	
	
	

	Encouraging: complimenting, it adds life
	
	
	
	
	
	
	
	

	Mediating: allowing diverse views to be explored safely
	
	
	
	
	
	
	
	

	Gate-keeping: opening & closing conversations, keeping the team dynamic healthy
	
	
	
	
	
	
	
	

	Tension Dampening: keeping emotions in the banks, take feuds off-line for one-on-one work
	
	
	
	
	
	
	
	

	Stop Discounts & Plops: Comments left on the table unaddressed or disregarded.  All input is considered by the team
	
	
	
	
	
	
	
	

	Reduce Floundering: Getting stuck on one topic too long
	
	
	
	
	
	
	
	

	Helping Silent Members:  Draw out their view. We need their input.  Ask them their thoughts
	
	
	
	
	
	
	
	

	Dampen Domination: 8 team members means everyone gets an eighth of the team’s say
	
	
	
	
	
	
	
	


Assign a team monitor: Place a ‘X’ or ‘O’ along with initial if this was or was not performed well.  Debrief at the end of meeting.  Each column is a meeting so progress can be seen.
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