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Introduction
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controversial issues. When diverse groups work on contentious issues, it is essential to minimize conflict

and deal constructivelwith that conflict when it occurs. Managing a meeting that reduces conflict,

enhances cooperation among stakeholders, and achieves its objectives in a timely manner is the goal,

and this training is organized to demonstrate a collaborative process taalcbipve that end.

Gollaboraion is often cited as a good way to address coastal resomareagemenissues, but the
collaborative procesis complicated requiting a systenatic approach. This course provides the skills and
tools to design and implement collaborative approaches, whether one is embarkiagnultiyear,
multi-stakeholdemprocessor planninga weekly team meetingTlhe skills will be useful everhen
attending,but not running, a collaborativeneeting

The workbook is organized in three sections. The first section will cover the six steps of the collaborative
process and useful information to assist with the process for each step. The second section will cover
the facilitation skills necessary to run the collaborative process and individual meetings. These skills are
woven throughout the process and the training, and are organized separately in the workbook for
convenience and future reference. The third sectiwasentstools that, againcan be used throughout

the process and at individual meetings. References and job aids are included at the end of the
workbook.
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Section 1¢ Collaborative Process

What Is a Collaborative Process?

A collaborative procegalso referred to as collaborative decision making, facilitated processes,
consensus building, participative decision making, systematic problem solving, etc.) engages multiple
stakeholders in cooperative deliberations in order to address issues andmoblems. The issues
addressed may be internal to organizations or in the public arena. The collaborative process often
improves the relationship of involved parties, encouralyiggh quality input, and aids in the construction

of mutually acceptable agreeents.Public agencies use collaborative processes to build consensus and
gain strong support for proposed solutionsgablic issues

Whencollaborative processes are conductgaperly, participantsobtain a clear understanding of the
issue and hee analyzed all relevant facts togethetbefore jointly developing solutions that represent
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process should be designed to get to this poieven if the consensus is that the group agrees to use
one of the other decisioimaking methods to reach the final agreement.

DecisionMaking Continuum

Meetings have manglifferent purposes. Problersolving and decisiemaking meetings may or may not
need to be collaborativeBeforeengaging in a collaborative process, it is important to decide who will
make the decisions, and how the outcome will be implemen@uacethesemattershave been decided,
the information needs to be communicated to the stakeholders and the public so that all affected
parties understand their roke The decisiormaking continuum, shown iRigurel, demonstrates who
makes decisionand how decisios in the public sector might be made.

1 Inform: These are the most straightforward meetings where one member communicates
information or a decisiothat interests or affects the participants. This meeting is not
collaborative.

9 Consult:In this type meeting, the organizer agency gathers input from stakeholders and
makes the decision considering the inpoit not. This meeting can be collaborative if the input is
considered in the decision.

9 Discussin this meeting, the organizer agency discusses the issue with the stakeholders and
works with them to find solutionsThe organizeor agency will then use the input to develop
and implement the solutions. This meeting may be collaborative if the discussions inform the
final decisions.

1 ollaborate: This is the most difficult type meeting, requiring that decisibaseached
collaboratively, and implementatiobe a part of the process. The agermmyorganizer may
delegate authority to the stakeholders, allowing them to conduct the collatdee processand
develop and implement the plaiThe agency may have a seat at the table,ibabnsidered an
equal partner in the development and implementatiohthe solution In some cases, the
agency will hire a consulting company to conduct anplé@ment the collaborative process.

Iy
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Group
Controlled

Stakeholders
Lead and
Stakeholders

Lead Organization
or Agency
Controlled

- Decide -Decide
-Gathersinput - Lead develops - Develops action
- Decides -Decidesand  actionplan  plan
- Informs implements - Implements  -Implements

Inform Consult Discuss Collaborate

Figurel: Decisioamakingcontinuum
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Stakeholders are encouraged to provide input, and the input is used to a greater or lesser degree.
Ensuring that stakeholders understand how the input will be used is centnainionizingcontention.

No matter where your process may fall on ttecisionmakingcontinuum, managing stakeholder
expectations is critical. When conducting a participatory process, the sponsoring agency must clearly
explain from the onset how much influence participants have and exactly how participant input will be
usedin decisionmaking. Differing perceptions between participants and sponsoring agencies on
participant control of the outcome can lead to poor public acceptance of the outcome and loss of public
support for the agencyBeing transparent about the processad to make the decisions is also critical.

Processes$Jsedfor DecisionrMaking

Choosing the most appropriate method before each decisiaking session is an important part of the
process.

Spontaneous Agreement
Occasionally, one solution is favoreddweryone.These types of decisions are fairly rare and often
occur with simple issues.
Pros:L (0 Q& ¥ I atdnitds th&kgro8d, ané there is no conflict.
Consit may be too fast; the issue may actually need discussion.
Uses:When issues are trividl Y R R A & O dz& aVhéhyssuasang Simiple @rid ardepttp
RA&AOdzaaAz2y AayQid NBIjdzANBRO®

One Person (or Subcommittee) Decides
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The group decides to defer to one person who will make the decision on behalf of the Geamps
should recognize thd @3S NE RSOA&aA2Y R2SayQi y SpeRondeisionS YIRS o
often a faster and more efficient way to get resolutidime decision maker carand should get advice
and input from other group members before deciding.
ProsiL (0 Q& ¥ loantakilitylisycl&ar. I O O
Cons¢ KS RSOA&AZ2Y YlIe& y2i KIFI®S (KS adzZlR2 NI ySOSa
respect or trust the person (or subcommittee) making the decision.
Uses2 KSYy (KS A&aadzS A& dzyA Y L2 Nnlthg groug, Nhedofly éné = G KS NB
person has access to the information needed to make the decisiomhen one person is solely
accountable for the outcome.

Q)¢

Compromise
A middle position is created (or negotiated) by incorporating ideas from bothtsigiéiser byfinding a
compromise when members are strongly polarized on opposite sides of a single option or by blending
different ideas when multiple options exi@ecause every side wins some points and loses others, the
result is one that no one is totally satesfl with.
Pros:It generates lots of discussion and creates a solution.
Cons It tends to become adversarial when people have a favored point of Hearyone wins AND
everyone loses.
Uses:When neither of two opposing solutions is acceptable to everyarthe group is highly
polarized.

Multi-voting
This is a priorisetting tool that is useful when a lengthy set of options exibkgs allows the options to
0S NIy1SR oFaSR 2y | aSié 2F ONARGSNAIF a2 GKIG GKS

Pros:L Usgktematic, objective, democratic, noncompetitive, and participative. It minimizes feelings

of loss.It is a fast way to sort through a complex set of options.

ConsL Uoftedt associated with limited discussion and, therefore, limited understanding ddrust

It may force people to choose an unsatisfactory option, becausmapieared to bahe best there

was at the time (that is, all issues may not have been raised during the limited discussion).

UsesWKSYy (GKSNBQa | f 2y 3 florkd&hich t& chooseforlipBoNtifihgia isto§ a 2 NJ A
items.

Majority Voting

This method is used when clear choices have been identffisaple must choose the option they favor.

Detailed discussion and analysis of the optibaforevoting always enhances tlgality of the vote.
ProsiL (1 Q& ¥ I &unly decigiéhs iiday @$Ult if the vote occurs after a thorough discussion.
ConsLi OFy o06S G22 FlLradT AT GKSNB AayQid I GIK2NRdJzAK
can create winners anidsers, and create competition betweenthesegrodpgs { Ay 3 F2NJ | & aK
KFEFyRaé¢ YI @& Llzi LINBaadza2NE 2y LIS2LIX S G2 02y F2NXO
Uses:When there are two distinct options and one or the other must be chpaedwhen
decisions are needed quickly.

Consensus

Consasus seeks the consent of all participants. This method strives to reach an acceptable resolution,

one that can be supported, even if not tiéavorite€ of each individual.
ProsLiQa 'y AyOfdzaAg@dS STF2NI GKI G dofkig Sstemati,S I NP dz
objective, and factriven.It builds buyin and commitment to the outcome.

4
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ConsL i Q &corsumin§t can produce lowquality decisions if it is done without proper daia

information collectionor if members have poor interpersonal skills.

Uses:When the decision will impact the entire group and bnys essentiaMWhen the importance of
the decision is worth the time it will take to complete the collaborative process properly.

CollaborativeProcess Framework
The following steps provide a systematic structure for probsitving and decisiemaking processes,

6 KSNB
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consensual process providesalid foundation for any group seeking to resolve important isstibs
manual and the training are organized around this framew@rken embarking on a collaborative
process, it can be useful to thimk terms of steps to be taken.

The CollaborativéProcess

Assess Collaborative Potential

Engage Stakeholders

Understand Issue

Generate Alternatives

Select Alternative(s)

Implement Alternative(s)

Step I: Assess Collaborative Potentgabrganizers determine if a collaborative process is the best
way to resolve the issue.

Step 2: Engage Stakeholdar®rganizers analyze the stakeholders that will need to be engaged to
build support forthe project.

Step 3: Understand the Issugrepresentatives of the stakeholdedisaussand understad the
diverse perspectives on the issue.

Step 4: Generate Alternativesrepresentatives of the stakeholdegenerate several alternative
methods toresolve the issue.

Step 5: Select Alternatives alternativesare evaluated and prioritized.

Step 6: Implement Alternatives selected alternativeare implemented.

It is the first two steps in this process that set it apart from the standard probléwmgpoand decision
making processes. Assessing the need for collaboration, and engaging the stakeholders is what makes
this gandard process collaborative.
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Most coastal resource professionals know that facilitated, collaborative processes can be useful in a
variety of situations from project planningo the development ofresource management plans and
strategies Not all issues, however, can be solved usiggllaborative processhinking through the

issue and the stakeholders can prevent a false start down a path that will not work.

When to Use a Collaborative Process

Issues are complex

Many parties are affected

There is a great deal to be lost or gairgdsome stakeholder groups

No single agency has clear or complete jurisdiction

No single agency has the resources and expertise to develop and implement a solution
No clear solution is evident

Issues are negotiable

Parties are willing to negotiate

=4 =4 =4 = - - -8 -9

When No to Use a Collaborative Process

Level of concern over the issue is not great

Basic values or principles are the focus of the problem

Extreme polarization prohibits fage-face discussion

Time is not sufficient

Quick action is required

Funding folimplementation is not available

Timing is not right for the stakeholders or the political environment
Relevant information is not available

Legal clarification is needed

=4 =4 =4 =4 -8 -8 -8 -8 9

Meeting Roles

Understanding and acknowledging the rofesticipants will playduring a meetingllows everyone to
prepare in advance, leading to a more efficient and effective outcome. This training will focus on the
facilitator role,a role that isessentiafor the success of the collaborative process. Each of the following
rolesmaybe important depending on the type and the objective of the meeting you are planning.

Facilitator

The facilitator contributes structure armatocesqthat is, the design of the meetings) to interactions
so that groups are able to function effectivelgd make highguality decisions. The facilitator has no
stake in the issue and is trusted by all parties to be neutral on the outcArfeilitator uses the
process and delivery to support others and enable them to achieve their goals (related to the
content). The facilitator moves the meeting along and keeps it focused. Learning to facilitate
meetings is a valuable ski-acilitation Skilkscan be found in Section 2 of this workbook.

Leader

The group leader serves as a team captain in meetings; #uketds often a content experOften,
the leader provides meeting direction: purpose, goals and objectives, and desired outcomes or
outputs. Typically, the leader convenes the meeting and is accountable for the outcome.
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Facilitating Leader

This is a diftult role given that the facilitator has no stake in the issue, and the leader is often a

subject matter expert on the issue. When a leaidén the position of facilitatorthat leader must

find abalance that is appropriate for the situation or topieder discussionn this dual rolethe

facilitating leadelis not necessarilyneutral on the issue; howevenge or she musstill follow all of

the facilitation practices described in this workshop to promote effectiveness in meetings and
progresstoward OKA S@Ay 3 (KS 3INRdzLIQa A2+ fa IyR 202S00AQE

Recorder

The recorder documents the meeting: the process, decisions, actions taken (or to be taken), and
outcomes.The recorder also documents thalowingimplementation of any action plan that is
establishedn the meeting. Documenting the information discussed without introducingibitdee
notes is an important task for this role. Maintaining neutrality and trust will help with the process
when participants perceive the process as fair.

Participants

Theparticipants provide input, discussion, and feedback on the topics at ltamten) and on the
processEnsuring that the right decision makers and experts are present is an important planning
step.

Process Observer

The process observer provides feedbaxkhe facilitator and the team leader on the process to help
fine-tune it. During the meeting, the observer may assess the process by asking questionstsuch as
Is the pace appropriateRre all participants involved®hat roles are various participants plag?

Are the decisiommaking tools appropriate?

Strategies for Managing Meetings

Managing Time

Time limits are an essential part of walin meetingsAlthough time limits can create nervousness or
anxiety, participants will appreciate starting aedding on time more than they will resent the pressure
of time limits.

1 Ensure that each activity on the agenda is given a specific amount of time and that the time is
adequate to address the issue.

9 Establish time limits for speakers, discussion, andd&astured activities.

1 Appoint a timekeeper and give that person authority to stop people when their time iSivp.
people ample warning before stopping thendza A y 334 $ OHYR aA Iy ¢ 2N 20 KSNJ
signat so that they can wrap up their point.

1 Have alock that is visible to both you and the participar@$ocks with timers and alarms work
especially well for thigAt first, participants will find it distracting or annoyirtgowever, after a
few meetings that finish on time, the participants will leao watch the clock, stay focused, and
work within the established time limits.

1 PracticeWhether you are the trainer, facilitator, or leader, practicing your feforethe
meeting will help you to get a feel for how long different activities take.

1 Keepflexibility in mind when planningAs the facilitator or leader, know ahead of time what
agenda items can be put off to another meeting, decided quickly, or delegated to a participant

7
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or subcommittee to decideRremeeting preparation is the key to knovgrwhat topics must be
covered immediately and what can be postponed, and it will allow you to tweak your agenda on
the fly during a meeting.

Coordinate with the Conveners

Agree orthe primary goal of teB meeting

Determine vhat tasks need to baccomplished in this meeting

Develop a list aissues to discuss

Determine what issues need to be resolved at the meeting.

Determine how to resolve any issues.

Ensurethat the appropriate peoplavill be present to finalize decisions orakecommitmentsto
implement meeting results.

= =4 =4 =4 -4 =9

Logistical Details
1 Determine vhere the meetingwill be held
1 Consider thekind of space, furniture, wall space (if needed), lightpuhlic addressystem, and
acoustics the site |
1 Arrange for food and beveragdsr meetings over 4 hours if possible.
9 Arrange for any necessary equipment (projector, computer, wireless, easels, etc.)
Meeting Detail Checklist for the Facilitator
This checklist is a guide to clarify meeting details for the facilitator
Will | be ab# to maintain neutrality?
Will the participants consider me neutral and trust me to fairly facilitate the meeting?
Who is organizing the meeting?
2 KFG A& 0KS YSSGAYy3IQaA LlzN1J a SK
What do the organizers want as a result of this meeting?
What is the histoy behind convening this meeting?
What are the history, makeup, and relationships of the group?
What is the expected size of the group?
Who will be affected by decisions made by the group?
Are there any underlying situations or problems that I, as fadgilitateed to be aware of?
Will any of the topics be highly contentious or difficult for participants to discuss?
What is the time frame for preparing and conducting the meeting?
If there will be a series of meetings to address the issue, what is thefittmme for the entire
process?
What are the logistical arrangements for the meeting?
Is it clear what | am responsible for (e.g., process design, agenda preparation, meeting summary,
or facilitation)?
What are the limitations or boundaries of my authorityer the meeting?
Is it clear who is in charge of other responsibilities (e.g., logistics, communication, background
materials, or recording)?
2 Aff GKS 3INBdAzZL) S@Ftdz S GKS YSSGAy3a (2 laaSaa
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Meeting Responsibilities

These are some examples that can be used to clarify roles when working with a facilitator or a meeting
convener.

Facilitator Responsibilities

Ensure an understanding of and a process to reach meeting objectives and outcomes.
Review and make recommendations about the expected audience.

Discuss any group dynamic issues that need to be considered.

Suggest process tools to assist the audience in reaching meeting objectives.

Provide a draft process agenda for the host to reviemdg modify as necessary.

Provide a final process agenda and audience agenda before the event.

Requestor Responsibilities

Reserve and pay for all costs for the facilities necessary for the successful completion of the
workshop or meeting (sufficient sizappropriate lighting, tablesnd seating for participants
and facilitators, and accessible electrical outlets), idiclg accommodations for language
translation or special needs participants, if required.

Provide travel assistance for the facilitatdrmecessary.

Create and send out invitations to potential participants and handle the registration process, if
applicable.

A Greet participants and provide them with a name badge. Orient the participants to the site and
make them aware of emergency pratges, restroom locations, and any security procedures
they should follow during the meeting. A brief time for the local host to present this information
will be the first item on the process agenda.

A Provide the facilitators with hotel recommendations amistain a block of hotel rooms for
participants, if appropriate.

A Arrange for refreshments during break and lunch.

A Provide supplies as needed, e.g., an LCD projector, screestickitig flip chart pads and
easels, multcolored dot stickers, index casdflip chart markers, and tape approved for walls.

Requestor and Facilitator Shared Responsibilities

Develop explicit objectives for the event.

Agree upon workshop outputs.

Develop a detailed process agenda.

Discuss all logistics, including room setup, supplies, and aislial equipment.

Develop a list of appropriate participants.

Identify who will fill what roles during the meeting (e.g., note takers, facilitators).
Discuss project history, participarglationships, and issues that may arise during the event.
Develop an action plan for follewp activities after the event, including any transcribing of
notes and writing of summary documents.

Recruit additional smatiroup facilitators if the meeting pcess includes breakout groups

oo To T T Do To
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Selecting a Facilitator
The following are some traits to consider when selecting an outside facilitator:

Confidence

The facilitator must be someone the participants will trust and beligbe. facilitator should be
confident and competent in his or her ability, and the participants should be confident and
comfortable with the facilitatorlt is important that all parties trust the facilitator to serve in a
neutral capacity with regard to the procassven if thefaciitator isemployed by an agency or
organization that has a stake or position in the situation.

Positive Attitude
The facilitator should be opeminded and expect the meeting to be successful.

Effective Listener

The facilitator must be able to give histaer full attention to the meeting and be able to clarify
and confirm what transpirelthough the facilitator does not have to be a subject expert on

the meeting content, it is helpful if he or she is familiar with the terminology, concepts, and

ideas réated to the topic that will be discussed.

Coaching Ability
The facilitator should possess strong observational skiisor she should be comfortable giving
direction, feedback, and meaningful suggestions for improvement.

Enthusiasm

A good facilitatohas visible energy and intensity, good movement, and a strong \b&tsould
be obvious to participants that the facilitator wants to lead the meeting and make progress
G26FNR I OKAS@GAY3a (KS 3ANRdAzLIQa 321 faod

Action-Oriented

The facilitator should be prepad to step in and take charge if the meeting begins toAagood
facilitator is flexible enough to keep a meeting moving at a goodpaeen if there are sudden
changes in the direction the grouptaking

Good Organizational Skills

The facilitator musbe able to maintain control of the meeting, stay on key points, and make
effective use of the meeting space, time, and tools (flip charts, avdigal equipment, etc.).

10
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CollaborativeStep 1 Assess Collaborative Potential

Is a Collaborativé’rocess a Viable Option?

Onceanagencydetermines thatit wants input from stakeholders and the pubtio an issugthat
agency should ask series of questions to determine if a collaborative process is the best maihod
resole the issue.

1. Is broad luy-in of stakeholders important to the success of the projedt?mplementation of
the solution will cause stakeholders to lose something valuable to them, it may be important to
give them an opportunity to understand why the solution was chosen, and lester to give
them an opportunity to participate in the development of the solutiorstékeholders have no
ground to loseand no one really cares about the issue, then there issagonto spend the
time and resources required to conduct a collabaratprocess.

2. Does a single agency have clear jurisdictidh®ne agency has clear jurisdiction over the issue,
the agency may decide to conduct a collaborative process or implement solutions without input.
If multiple agencieare involved collaborationwill be necessary between the agencies, and they
may choose to invite stakeholders as well.

3. Are resourcesvailableto implement the findings?This question can be difficult to answer
without understanding what the solution may be, but placing a budget on the solutions is a
reasonable boundary for the procedbthere is no budget to resolve the issue, a consultation or
discussion may be a bett method to determine what to do. Conducting a collaborative process
to recommend a solution takaauchtime and effort andparticipants will be disillusioned if the
proposed solution is not implemented.

4. Has the issue become so polarized that stakehoklare likely to reject working together
the issue has a longstanding history of conflict, collaboration is not the an€oetaborative
processes require the stakeholders to be willing to work together to solve the issue. Issues that
are based on vakisystems cannot be solved collaboratively.

5. Is there sufficient time to be inclusive before implementation is necessaBéllaborative
processes take a great deal of tinmonths to years. If implementation of the solution needs to
be done quickly, as ithhe case of an emergency, collaboration is not the answer.

11
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Decison-Making Options

A cecisionmaking optiongree can beused to determine what meeting type will be most effective for

the issue in questionVith the questions described above and lisiadhe lefthand columnusers
shouldthink about the issu¢hey are working on, and answer as honesthtlaesy can.Answers will lead

by arrow to the next question and answaown the pageand so forth The five ways to resolve the

issue were discusseddier and are listed at the bottom of the tree. Each path will lead to one of those
meeting types. Thoughtful planning and facilitation skills are necessary for each of these meetings, and
they become more important as more stakeholders are added to theigion. Acollaborativeprocess is

a good way to resolve the issue if the answer to question 5 leads the @CHeircle.

Decision-Making Options

1. Is broad buy-in of
stakeholders important
to the success of the
project?

2. Does a single agency
have clear jurisdiction?

3. Are there resources to
implement the findings?

4.  Has the issue become
so polarized that
stakeholders are likely
to reject working
together?

5. Is there sufficient time
to be inclusive before
implementation is
necessary?

Authority (A) — Autocrat uses existing information

Inform (I) — A decision that interests or affects stakeholders is communicated

Consult (C) — The agency gathers input from stakeholders and makes the decision considering the input, or not
Discuss (D) — The agency discusses the issue with the stakeholders and works with them to find solutions
Collaborate (CP) — Decisions are reached collaboratively, by following a process

Figure2: Decisiormakingoptions

12
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Collaborative{ (i S LEngage Stakeholdets the Collaborative Process

Analyzethe Stakeholders

Introduction to Stakeholder Participatipthe NOAAOffice for Coastal Managemeptiblicationwhich

can be found herehttps://coast.noaa.gov/digitalcoast/training/stakeholder.htpgrovides information

and job aids to assistwiththe DG A2y 2F GKS | LIINBLINAFGS adl({SK2t RS
perceptions, beliefs, and knowledge can have a profound effect on the success of coastal resource
management. While science can serve as a rational foundation for management, in many isases it

those groups impacted by resource management decisions that decide how acceptable a decision is and
influence how effectiveheY | y I 3SYSy i Attt 06Sd tS2LXS5aQ SELISNARSYyC
issue, ad support of an agency camape their suport for and compliance with coastal resource

management decisions and policies.

Involving stakeholders in natural resource management decisions can accomplish the following:
Produce better outcomes or decisions

Garner public support for agencies and thaécisions

Bring to light important local knowledge about natural resources

Increase public understanding of natural resource issues or management decisions
Reduce or resolve conflicts between stakeholders

Ensure implementation of new programs or policies

Increase compliance with natural resource laws and regulations

Help agencies understand flaws in existing management strategies

Create new relationships among stakeholders

= =4 =4 = -4 -8 -8 -8 9
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bed there is much truth to this broad definition. Stakeholders are generally those who have an interest

in or are affected by a decision. Stakeholders are also those who Hawenice or power in a situation

{ GF 1 SK2f RS\ Bsuecdnib8s madetaiydprofessional, personal, or cultural, and can arise

from a host of other motivations.

But knowing stakeholderategoriesR2 Say Qi It g &8a KSf LI ARSY(dAFe (GKS ai
resource. For example, broadly idenfify’ 3 a4 G+ {1 SK2f RSN&BR Ay (KS KSIFftdiK 27
particularly formidable because of the seemingly endless list of people who use coastal resources, either
directly or indirectly.

Understanding Positionsersus Interests

When working with a groupfestakeholders with varying perspectives, understanding that each

participant brings positions and interests to the table assists the facilitator in planning for the meetings.
Issue-An issue is a topic to be addressed by participants in a negotiatiproblem-solving process.
Interest-! Yy AYUSNBadG A& I LINIAOALI yiQA dzy RSNI @Ay3d yS§
satisfactory outcome on a given issue.
Position-A position identifies one way to meet the underlying interé&framing the questiorot
address the interest can help to advance the problgniving process.

Once the facilitabr understands the positions and interests each party brings, a general understanding

of conflict can help guide the meeting planning and process.

13
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Understanding Conwversy and Conflict

Conflict = Danger + Opportunity

¥

Danger

~

Opportunity

This old Chinese proverb isrigiihe/ KA Y S& S clR BRGER $ F Ni@dé from the symbols for
danger and opportunityWhile conflicttraditionally has a negative connotation, it is a natarahd
sometimes desirable social processlhere is a risk that conflict will drive individuals and groups apart,
but the opportunity to create new solutions for dealing with problems can move sofdatard.

The Opportunityg Positive Outcomes of Conflict
Produce better ideas

Search for new approaches

Resolve longtanding problems

Force people to clarify their views

Yield creativity and interest

The Danger, Negative Outcomes of Conflict

Feel de¢ated or insulted

Increase distance between individuals or groups

Increase distrust or suspicion

Promote seHinterest

Develop resistance, rather than teamwork and cooperation

Key Strategies for Conflict Management

Bring conflicts out into the open

Reachpositive, productive resolutions to conflict

Develop honest, forthright, positive relationships with others

Causes of Conflict

Competitioncauses conflicivhenone person or groufries to beatanother, and the others defend
themselves

14
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Another common cause of conflictlack of respectFailing to appreciate or understand the experiences
or views of another can escalate conflict.

Emotionscan escalate the conflict when people stop communicatangl hold tight to their positions

Diverse understandings of the problem can cause confMainformation, misconceptions, and false
perceptionscan escalate conflict by driving wedges between individuals and groups.

I Y AY RA @A R dzisHageadistthé deidMibréls/addpioties, which may lead to conflict
when theseexperiencesliffer fromthose ofothers.

The Nature of Conflict
Sixprimary areas of disagreement serve as sources of conflict.

Facts and Data
Havingobjective, reliable informatioms important Different data sources, assessment methods, or
interpretations can be a beginning poiot conflict and lead to a battle of the experBeware of
rumors, misinformation, and assumptions that may accelerate conflict in this area.
Goals and Interests
Underganding the goal of the meeting and an understanding of the issue is key to reducing conflict.
Different partiesmayhave different interests and objectiveahichcancause conflict
Relationships and Structures
If a relationship between parties is madrby distrust, conflict may be difficult to avoid or
overcoma especially where parties see themselves as competition for limited resources.
Methods and Procedures
Even when parties agree on goals, they may disagree on the strategies for achievingahilgse
Values
Parties have more intense conflict when the contested issue affects core viloes.issues are
unlikely to welcome compromise.
Sticks and Stones
The old adage says that sticks and stones may break your bones, but words will never hurt you
However, this is not always tru€ertain words may actually escalate conflict, especially considering
the tone and context with which they are usedsome words to avoid include:

You

But

I FyQi

Always

Never

Should have

Ought to have

15
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ConflictStyles

More

COMPETING COLLABORATING

COMPROMISING

Assertiveness

ACCOMMODATING

Less Cooperativeness More

Less

(adapted from Blake and others 1987)
Compete
Just do itlLife is a sport and there will be winners and los@s.all out to win, even at the
expense ofothers! 2 dz {y26 6KI G @2dz ¢lyia> éKe AGQa AYLRN
happen to the Iger.
When to useWhensetting precedenbr when basic rights are at stake.

Compromise

LiQa (AY2dd R2y0MG eIy G G2 N & Joselscendloydalbesleifd f 2 & &
what you can live withSharing in the victory can make sense when care about your

concerns and the concerns of the other party.

When to useWhen your goals are only moderately important, when temporary settlements are
needed, when fast solutions are required, or when destructive power struggles need to be

avoided.

Collaborate

Working together, each party can solve problems and try to achieve greater réQuiss.is

essential to positive collaborative efforts.

Whentouse2 KSYy GKSNB A& KAIK O2y OS Nyrged dffsiené 2 dzZNB | Y R
perspectives, ad gains commitments.

Accommodate

Neglect your own concerns to help others achieve what is important to tfidns. may be a

good choice when preserving a relationship is more important than winning a jhoise. the

battle and try to win the war.

When touse:When the issue is more important to others than you, or when you want to make
a goodwill gesture.

Avoidance

Just stay out of itThis strategy may make sense when there is little chance to resolve a conflict
because opersonalities, timing, othe issue notbeingof interest to the group

When to useWhen the issues are trivial issues, when confrontation may cause major damage
to relationships, or when other parties can resolve conflict more effectively.
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A thorough assessment is required to defthe problemin a way that allows a group to work together
to address itThe assessmenizid dzI f f € Ay @2t 3S& NBFNI YAy3I GKS 1jdzSada
1S a2y$s 1 OGA2y (2 daKader,bBodissRe2 ¢S | RRNBaaé GKS

The definition and framing of the problem may be crucial to whether some stakeholders choose to
participate. The question needs to be framed in a way that allows the group to attack the issues, rather
GKFyYy SIFOK 20K Smidem stat#nank shouldl iitarest alt tkeSstakeholders without biasing
or polarizing them. Having all the stakeholders present is important so that all perspectives are
considered when selecting alternative solutions. Once all the stakeholders are repestmd planning
team will be working together to address the isslibe teammembersarelikely to discover differences

in positions as they work to develop the statemedhderstanding group dynamics will assist the
facilitator in moving the group thougteach of the team stages.

Group Dynamic% ConceptualPhases ofProblem Solving

-
CONVERGENT
| DIVERGENT HINEIE

| THINKING
‘ GROAN ZONE

PROBLEM >  INTEGRATION > DECISION

\\ \/,LWJ

Divergent Thinking
During this phase, a number of different activities are going on, which broaden the perspectives and
thinking of each participant.
1. Surveyinghe territory: The participants are getting to know each other and learning about
SIOK 20$KSNRa ySSRa: Theyar&akB laainingabdutfhie conl&xNE LIS O A
(political, legal, social, economic, etc.) in which the collaborative effort talkes p
2. Defining the problem: They are also gathering information about the issues and trying to
arrive atacommon working understanding of the problem.
Generating or expanding the number of possible solutions.
Expandngthe range of alternative solutions to be evaluat@articipantsbroaden the list of
possible solutions because thieir new knowledge of the issues and definition of the
problem.

Hw
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Integrating Perspectives, Issues, and Possible Solutions

Between divegent and convergent thinkingies thedgroan zone¢ (Kanerand others 1996), which is the
phase during which participants struggle to understand and integrate what they have learned about the
perspectives of others, the nature of the problem to be addressed, and the range of alternative
solutions they have disceved or createdIf this phase is proceeding well, discussions of the

alternatives identified earlier will lead ® number of new developments.

Beforedivergentthinking can becomeonvergenthinking, participants must struggle to understand
and integate the new perspectives and the possible solutions they have discovered or crésgedhe
groan zone diagram on th@reviouspage.)

1. Understanding how the alternatives affect other participamarticipants will be building a
shared understanding of moeach solution affects the interests and needs of the other
participants.

2. Building trust that others are patrticipating in good faith this phase of discussions, participants
begin to gauge whether others in the group are truly seeking agreement ith fgdth (where it
is possible), or simply seeking unilateral advantage.

3. Building an informal sense of the acceptability of the alternatifégse discussions also build a
shared and informal, at this point sense of what solutions might work for some adl of the
participants.

Convergent Thinking: Evaluating Alternative Solutions and Seeking Agreement
During this phase, participants begin to narrow the range of possible solutions through evaluation or
combination.
1. Evaluating alternatives: Participantsay more formally evaluate the alternatives they have
been discussing.
2. Seeking agreementisingthe understanding developed earlier and the evaluation of
alternatives, participants will refine and strengthen the most promising alternatives and look for
inclusive solutions (that is, ways to accommodate the needs and interests of all participants).

As teams step through the phases of piem solving, they may fineinthusiasm for the project affected

08 (KS 3aANRdzZLI Reyl YA Q& d dtliePerspdctids ivithdut allogvingdie NRB f S A a
participants to damage relationships. The stages the team will go through are described below.
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Storming

Productivity
Team Building Stages

Team-Building Stages

Stage

Forming

Storming

Characteristics

This stage starts when members are first brought togetheaddress a problem
or work toward a goalOptimism and expectations are high, but so is anxiety.
DSYSNXffes GKAA A, dnwhid Se groki@pla&asgieat deflé
of dependence on the leadendmembers want to be given a clear mandate,
structure, and parameterdAt this stage, a team establishes the rules or norms
will operate under.

P'd GKA&a adl 3sSs 4 ivenberkbrghJodseen discrepasicy 2
between their initial hopes for the team and the realities of workiogether.
Performance plummetsStorming can be due to interpersonal conflicts, lack of
skills (particularly interpersonal skills), ineffective leadership, problems with t
task, or problems with organizational barrie@hances are good that at leasteor
of these factors will cause any group to go through a storming stageQ a Yy
unusual for members to challenge or blame the leader at this stegsurvive
this stage, a team leader or facilitator must know that it is a normal stage of t
formation, and thata balance of assertiveness and neutraityequiredto pull a
team through.Encourage communicatianespecially active listening!
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Norming, Groan
Zone

Performing

Transforming

This is a transitional stage where the group moves from being a group to bei
team. Teammembersconfront and resolve their problems; the resolutions that
they agree to become their new norm$eam nembers face their issues, accep
feedback, and act othis information Performance improved:acilitators or
leaders should help the group idefytiand solve their problems using facilitatiot
and consensubuilding tools.

The team enters into a stage of improved performance where everyone shar
power by rotating leadership roles, the official leader is a valued member of t
team, eeryone is supportive, and all members taand da facilitate.
Productivity and morale increasklembers are committed and have bonded.
The team continally evaluates and correctbligh-quality decisions are made.
Time and resources are used efficien@garflicts are approached as healthy
debates; they rarely get heated or emotion@he team may reject the leader or
facilitator asit begirsto function as a true team.

G GKAa adGlr3aSz GKS (S YL ¥ dda (exisSelyCE @as
planned to end when a particular project was done, it should disband once a
necessary tasks are completed so that team members can go on to solve otl
problems.The team should receive recognition for its accomplishments.
Members shoud review what they learned and take this experience with therr
into future groups.
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Once theplanning team understandall stakeholder perspectiveand whatthesestakeholdersnay lose

if the problem is not resolvedt is time to develop a statement &t describes the issue as it applies to

all the stakeholderdJsingthe information from the perspective swaphe team should develop a

problem statementhat all the stakeholders can live with and support. The statement should be neutral,
and can be used to explain what the team is trying to accompliBhe problem statement is the
description of the issuthat is written withoutconsidemgthe positims stakeholders may hold.

should be unbiased and negpolarizing. This statement can also be used later to develop a marketing
statementto engage the broader stakeholder community.

The ideal statement will have these components:
The asset at the centaf the issue

Where that asset is located

The impact of the issue on the community
The cause of the issue

= =4 =4 =4

Engaging thdBroader Community

Now that the planning team understands the issue and has developed a stateleseribing the issye

it is time toconsiderengagngthe stakeholders théeam membergepresent.Membeis of the planning
GSIrY gAff ySSR (G2 akKINB (G(KS LINBoO6fSY adlidSySyi
will be wary of the information their representatigéring tothem until they have a full understanding

of the issueMembers of the planning teammustunderstand how the problem may affect the
constituents, and how theonstituentsfeel about the impending changeinderstanding the dynamics

of change camelpthe team members guide thegonstituentsthrough the process.

Keys to Successful Planned Change

A Commitment and support from the primary stakeholders, in this case, the planning team

membeiswho represents their interests

A Sufficient involvement of primarstakeholders in the planning and implementation of changes

to ensure ownership for the outcomes.

A Recognition that the process of change is as important as the pradactcomplishments.

A Inclusion of a competent change agent and one or more chahgmpionsThe change agent is
the person coordinating, facilitating, or guiding chanehange champion &groupor person
who will support and legitimize the change.

Presence of perceived benefits and incentivémth positive and negative for changemust
outweigh the reasons and excuses for not chan@@yg and Meier 1993, page 34).

I

21

g Al



Planning and Facilitating Collaborative Meetings
{SOGA2Y ™ /| 2T € F02NF GADBS t NB

O
w
ax
Q)¢

Dynamics of Change: The Transition Curve

The transition
curve (Scott and
others 1990,
adapted from Cyr
and Meyer 1993,
page 38) shows
how change
occurs ovetime.
Change requires
both an external
and internal
processlnitially,
an organization
or environment
will deny that
there is a
problem that could benefit from changés time moves on, the external forces become more accepting
of the need for changerganizationdy, but individuals will resist the concept of change and must
internally overcome this resistanc®nce the individual acceptie ideathat change is needed, the
individualthen begins to explore ways to chanda.the final stepthe ideador implementing change

are discussedpenly,and the organization commits to the new concept through consensus.

Denial Commitment

Resistance Exploration
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Dynamics of Change
(Scott and others 1990, adapted from Cyr and Meier 1993, page 39)

Stage Typical Reactions Effective Actions
Denial * Expressing shock * Giving visible support
* Feeling threatened * Providing new information
* Immobilizing people * Helping build networks
* Decreasing productivity * Expressing feelings
* Experiencinglewed thinking * Communicating clearly
* Lacking focus * Linking to benefits
Resistance * Expressing anger, lossnotion, * |dentifying desirable
or depression attributes or values
* Attempting to hold on * Showing how to let go
* Maintaining familiar ways * Maintaining some elements
* Returning to old methods * Finding areas of stability
Exploration * Expressing grief over loss * Forming teams to explore
* Acknowledging change new options
* Willing to listen * Using participation to make
decisions
* Supporting new behaviors
Commitment * Accepting new rules * Implementing change and
* Increasing comfort and flexibility pursuing new directions
with change * Supporting risk taking and
* Willing to take risks innovation
* Providing constructive
feedback
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Developng the RightAlternatives

Once he planning team hasonduced meetings to educate the stakeholders and possibly the public
about the issughow willalternativesolutions be developed? Wthe team developthe alternatives, or
will the stakeholderde asledto assis? The team needs to understand that the stakeholders will have
more buyin to the solution if theyhelp develop it but mayfeel disenfranchised if they are asked to
help and thdr ideas are not considere@veryonemustunderstandhow the planning team will make
decisions and the reasons behind#edecisions.

Pros for developing solutions with the stakeholders or the public
1 More buyin
i Potential for new ideas and better solutions
i Easier enforcement when the stakeholders like the solution
1 Greater understanding of the issue and the chosen solution

Cons for developing solutions with the stakeholders or the public

1 Much more difficult and complex meetings

1 illed team of facilitatorsequiredto keep contention down and production up

9 If solutions are not affordable or practical, communicating which alternatives are chosen is

essential

1 More time is required

1 May dsenfranchisestakeholdersfifunding for the best solutiors unavailable
There are many tools for generating alternative solutions. Section 3 of this manual describes a
participatory mapping activity that allows participants to place solutions directly wrap.
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Collaborah @S { BefettAlrnatives

After the planning team has generated alternative solutions it help ofstakeholdes, the team
must decidewhich onego implement Will the team selecthe alternatives to implement, owill the
stakeholderde askedo assisP The team needs to understand that the stakeholders will have more
buy-in to the solution if theyhelpedselect it.Everyonemustunderstand how the planning team will
decide and the reasons behindabedecisions.

Pras for stakeholders or the public selecting the alternatives
1 More buyin
1 Easier enforcement when the stakeholders choose the solution
1 Greater understanding of the issue and the chosen solution

Cons for developing solutions with the stakeholders or thelipub
9 If there is not funding for the best solution, stakeholders may besdfsanchised.
9 If for some reason the alternative the stakeholders selected is not implemented, they will no
longer trust collaborative processes and may sabotage projects ifuthee.

Section 3 of this workbook describes several tools that can be used for selecting alternatives. Many of
these tools can be used with large groups.
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The planning team must finallyedelop an actioplanto implement theselectedalternatives. The plan
should include these elementfhe GartChart included in Section 3 is a helpful project management
tool.)

What needs to be done?

Who will do it?

By when?

Are there projects that need to be completbéfore another can start?

What is the backup plan when a project gets behind?

How will each item on the list be done?

What is the process for modifying the alternativienecessary?

Develop a communications plan to keep the participants in the processriefl of progress.

=4 =4 =4 -4 - -8 -8 -9

The team mustell out the specific steps that need to be taken to implement the solytisnwvell as
specify how things should be done, when, and by whBerformance indicators that answer the
questionda | 26 6Aftt ¢S 1§ &0 0§ Ban Mik®ikKehsieiSdbeyaluate the results later
on.

Troubleshoot the action plan.
Team members mustal ZK lai NB
anda2 K4 OlFly S R2 |

z

Fff GKS (GKAy3a
026z 20 OKé2F (KSaS Lk

Report on progress.

The team must dtermine 1)a time whenthe group will meet back to report progress, 2) the form for

the reports (written or verbal), 3jems thatneed to be reported onanly report on essential items4)

people whoneedknow i KS I NP dzLJQ&a RS OA & A 2hg waytffleRyrolpwilli A 2y adSLA T |
communicate with them.

Evaluate the decision process.

Finally, the team mustsk participants how they think it wenthe process may need to be modified
before proceedingsogetting theirfeedbackis essentialMethods to gather this information are
anonymous evaluation forms, exit surveys, or an open discussion.

Celebrate awsccessful collaborative probleswolving process!
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{ S O A agflitation Skills@nd Techniques

Understanding how to use facilitation skills will improve every meedipgrson attendseven when not
facilitatingthe meeting Facilitation is not magi@lthough it can appear to be when a difficult situation
is resolved without the expected confli¢tacilitation begins well before the meeting occurke
facilitator will assist the meeting conveners with the agenda, the logjstiegarticipant list and the
process and the tools that will be used in the meetidgderstanding how to facilitate includé&sowing
the facilitatorQ & A Y LJsh&lfaits\y6f@ acilitator, the dynamics of group discussions veagsto
recognize and redirect difficult behiavs.

I FFOAEAGEG2NI 08t AS D Sdual lakie, iegaBlIgss o Bk prdexsiion Peaplydre2 y A &

more committed to the ideas and plans that they have helped create, so providingwiitbrthe
opportunity to create the plan will increadmiy-in for the project.Lastly, the facilitator believes that the
process if designed well and honestly appliedan be trusted to achieve results.

Leadingor facilitating a meetindpasa number of potential perils and pitfajllaowever particularly when
any portion of the meeting calls for a group discussikhe list below includes some of the difficulties
that occur in any discussion involving more than two people.

Potentialproblemsin goup discussions
Adequate meeting preparation has not occuire

Participants lack confidence or trust in the leader.

Participants do not feel free to express themselves.

Alternatives are not considered adequately.

The group strays off task.

Language i®o technical or has too much jargon for the participants.

=A =4 =4 =8 -8 -8 -9

Ways toimprovegroup discussion

Leaders pactice good facilitation skills.

The meeting and processes are well thought out and planned.
Participants understand the purpose of the meeting.

The mrticipants are kept on track.

Ground rules are established and participants are held to them.

=A =4 =4 =4 =4
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Process versus Content

Although neutral on content, the facilitator is a champion of the process. It is important to understand
the difference between process and contemrocess and content are the two dimensions of any
interaction between people whetherthe interactionis ore-on-one or in groups.
Process
Theprocesss the structure, framework, methods, and tools used in all interactions between
people.These include interactions that are formal (meetings and professional) and informal
(personal)Process also refers to tleimate or spirit established in meetings, as well as the style of
the facilitator.
Content
Thecontentis the topic or subject being discussed at the meetgntent includes the task, agenda
items, decisions made, and issues explored.

The content of any meeting ¥ghat is being discusse@ontent is expressed in the agenda, and in what
is said at the meeting itselBecause content is the verbal part of any meeting, it is obvious and typically
consumes the attention of participants.

Onthe other hand, process deals wittow things are being discussed, including methods, procedures,
format, and tools usedt also includes group dynamics and the meeting climBezause process is
nonverbal, it is more difficult to pinpoint and is oft@gnored while participants focus on the content.

A teamor group leader who patrticipates in the discussion is acting as a content expert or content
leader, while a leader or an outside neutrpersonwho manages the process and orchestrates the
actions is acting as the facilitator.

An orchestra provides a good analogy to this way of approaching meefinggarticipants are the

audience and the team leader is the lead violirhe facilitator serveas the conductor, organizing and

directing the procesdut never plagan instrument.The facilitator, like the conductor, orchestrates the

action and guides the outcome with his or her direction, but never contributes to it dirddtye

information atout developing process agendas can be found in Section 3 of this worklbo@®k OA € A G I G A 2
Toolsh ¢

Content; The What Process: The How

Subjects for discussion
Task

Problems being solved
Decisions made
Agenda items

Goal

Methods and procedures
Relationgand their maintenance)
Tools being used
Decisiorprocess

Rules or norms set

Group dynamics

Climate

= =4 =4 =4 -8 -9

=8 =8 =8 =8 =899
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Facilitation Skills

Basic Skills

The following list of skills are necessary when facilitating a meeting. Practicing thede did@lbest way

G2 YIFLAaGSN GKSY® wWSYSYOoSN) GKS aiAftfta o0& GKS FTANAGDG
the meeting!

Stay Neutral on Content

Facilitators focus on th@rocessole and should avoid the temptation to offer opinions on theic

under discussiorBecause the facilitator is typically standing at the front of the room, it is easy for

participants to attribute a leadership role to the facilitatoespecially if they recognize the facilitator as

a content expertlf the facilitabr participates in the content discussion, he or she may impede the free

Ft26 2F ARSIA | yR 2Ly SEOKIyYy3IS 2F Foytfisdeddoh, GA 2y | &
facilitators whochange rolesnustimmediately explain clearly and explicitly why they are stepping

out of the facilitation role and into a participating role (and let people know wihew return to the

facilitation role).

How Neutral Caa Facilitaing Content ExpeReally Be?

Havingthe content experin the decisioamaking meetindacilitate the meetingis a difficult
challenge The groupmembersmay expect ideas and suggestions but also need to know that
their input will be consideredl'he facilitating leader should let the group know whenor she

is stepping out of the facilitation role to provide conteiitis important for the participants to
understand when the facilitator is contributing to the knowledge base, rather than facilitating,
so that they can trust the facilitator to accurately redpand later utilize, the participant input.
Ly &2YS OANDdzvyadl yoSas FILOAfAGlF G2NJI-intobh A OA LI G A
decision.This is particularly true in a regulatory ageneienthe meeting output will feed into

a regulatory pocessin these circumstancesyganizations shouldonsider using an outside
facilitator who does not have a stake in the outcome.

Paraphrase

Thistechniqueinvolves repeating what has been said, using different words. It allows the facilitator to
clarify what is being said and test understandiRgraphrasingvill also allow the participants to hear

the point a second time, from a different person, statelittée differently. Paraphrasing also provides an
opportunity to ascertain if the facilitator has correctly heard or interpreted what was said.

Listen Actively

Facilitators shouldook people in the eye, use attentive body language, and let them kheivideas

are heard andindersbod. Body languagehould beneutral, without showing support or disapproval of
any suggestions, comments, or ideBgutral body language can encourage open communication.
Facilitators shoulddce the speaker and take a stepvard the individualto show interestUse the

other facilitation skills to encourage full participation.

Ask Questions

Questions test assumptions, invite participation, gather information, and probe for hidden points.
Facilitators shouldsk openendedquestions to encourage thorough discussion of all ideas presented.
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Summarize

After listening attentively to all that has been said, a facilitator should offer a concise and timely
summary.Summarizing is a good way to revive a discugsimmo end one when things seem to be
wrapping up.

HoldUp a Mirror R
The mirror techniquénvolvesS ELJ F Ay Ay 3 (G2 GKS 3INRdzZL) G4KS 0SKI @A2NJI
the participants can interpret tir actions and make correctioriBhis is particularly effective for

RN} gAy3a GKS 3INRdAzLIQa | GdGSyidAazy oF O] G2 TS dGraia |
FLEOATAGIG2NI YATIKG ale (G2 | tf2¢ SySNHe 3INRdAzZLI 4, 2 dz
Synthesize

The facilitator works with the group to build on ideas and combine diverse concepts to create new

conceps. This builds consensus and commitment.

PFing-Pong

2 KSy a2YS2yS al1a ¢ ljdSadAazys (KS TFgatichpants Thisi 2 NJ OF y
allows participants to converse with each other and provides the opportunity for the facilitator to avoid
0SO2YAY3a | LINI 2F GKS a02y(iSyié¢ RAaOdzaarz2y I yR f
LabelSidetracks

The facilitator should tethe goup when it gets off trackThe group can decide if it wants to pursue the

sidetrack, or get back to the agenda.

Dockilt in the Marina (also known as the Parking Lot)

When the group is off task, or an individual asks a question that is not on the adkadacilitator should check

in with the group to determine how important the sidetrackThe group may decide to continue the discussion in

lieu of the agenda or save it for a later meetifghen the group decides to save the item for a future meetthg,
FILOAEAGEG2N) aK2d2A R y23GS GKS AGSY 2y | FEAL OKIF NI f1 0S¢t
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Facilitating Participantsg, Stealth Facilitation Techniques
In a meeting without a facilitatosomefacilitation techniquesnayhelp make the meetingiore
productive These are techniques any participant can employ.
1 Ask for a round of introductions if there are people in the group who do not know each other.
This engages the participants, and encourages them to speak.
1 Ask for clarification of the objectives for theegting. This will help everyone recognize when
the meeting is off track.
1 Offer to take notesNote takers can control the speed of the conversation, clarify points,
summarizeand ensure that everyone has heard the comments the same way.
1 If the discussioseems to be getting off track, suggest that the topic be placed imithel NRA y | €
for discussion at a later time.
Suggest a roundbbin if there are several people who are not contributing.
At the end of the meeting, ask for clarification on the decisidrag have been made and the
action plan.
1 Provide an organizing frameworikor example, pt the ideas on a timeline, or group them on a
white board or flip chart to get everybody on the same page (this also acknowledges different
learning styles in the groQp
Ask questions that will lead the group into a clearer direction.
If the meeting is getting off track, provide an intervention (see interventions below)
Suggest a break.
When two parties disagree, restate each perspective for everyone to hear.

=a =4
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Dealingwith Disruptive Behaviors

Motivating Factors for Different Personalities

When dealing with different personalities, it helps to reflect on the motivating factors that drive the
actions of these individualklnderstanding what is motivating a difficbiéhavior assists the facilitator
in redirecting that behaviolPersonalities can range from passive to assertive and from pdoplsed
to taskfocused.The illustration below

(Brinkman 1994) shows the motivating

factors that relate to these greater

character traits.
Task Focused

2

Taskfocused assertivpeople are
concerned about finishing the task at hanc
at all costs. They can overwhelm other
participants, and dominate the
conversations. The facilitator can assure : ‘ :
them that the task will be completed and Passive Aggressive
that all perspectives need to be
considered. Building trust is an important

Get It Right! GET IT DONE

. N . Get Along! . Get Appreciated!
milestone for the facilitator sthat this SR ~ ] SERPRISERIS
type ofperson can let go of the need to v
focus solely on the task. People Focused —

Brinkman 1994
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Taskfocused passivedS 2 L S  NB LISNFSOlAz2yAraila 6K2 R2y Qi o yi
information and have considered all the optiofi$ie facilitator can assure them that they will have an
opportunity to hear the known information anthat the decision wilnot be made until all perspectives

have been consideredRemind them that a decision does need to be made, regardless of whether there

is enough information.

Peoplefocused assertivpeople want to make sure that everyone is participating and comfoegtalith

the process. They are less concerned with completing the task than with the comfort of all the
individuals. The facilitator can assure them that they will make sure everyone is heard and all the input
is considered.

Peoplefocused passivpeople ae uncomfortable with tensionThey are unconcerned with the
completion of the task as long as everyone is getting aldhg.facilitator can assure émthat although
different perspectives are being discussed, and that it will get a little tense wheplgodisagree, it is
important to have the conversatianand thatthe facilitator will not let any member damadgps or her
relationship with the others.
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Interventions
When behavior begins to disrupt a meeting, the facilitator should be prepareddo/ene.An

AYGSNDSydGAzy Ad alye OGAz2y 2N &48G 2F FOGA2ya RSt

Regardless of its length and complexity, an intervention is always an interruptierfacilitator must

stop the discussion and draaitention to an aspect of the process KS FIF OAf AdGF G2NDRa 3A21 f

minimize the interruption by resolving the situation as quickly as possible.

The facilitator should be cautious about intervenitf@ facilitatorintervenesevery single timek S NE Qa |

distraction or problem with any member of the group, there may be too many interruptions. Repetitive,

AYEFLLINRBLINAIFGS o0SKFE@A2NR (GKFd R2y Qi aSSY (G2 NBaz2t g

corrects itself after a minute or two, themo intervention is necessary.

Beforeconducting an intervention, the facilitator should ask themselves the following questions:

9 Is the problem serious?

1 Will it go away by itself in a few minutes?

9 Is the problem jeopardizing the output of the meeting?

1 Will the intervention be more disruptive than the problem?
LT AG A& aSNR 2 dzaand RBuBidgyhe dbilitAta redchsthe®utdprderofilie imeeting,
the facilitator should proceed with a planned intervention.

The 3Step Intervention Strategy

Interventions need to be worded carefully 80K S & nRlkg yh@situation worsePracticing
interventions in different situations will allow the facilitator to master the skill and use it when
necessary. There are generally three distinct componengntmtervention statement:

1. Hold up a Mirror.Describe what is happeningintheroomKA & Aa y2yadzZRIYSyil
attribute motive.L 1 Qa o6 &SR az2f Ste& 2y 20aSNBIGA2ya 27

2. Make an impact statementTell members how their actions aadfecting the process and other
people.Base this on actual observations.

3. Redirect the behaviorDirect the group back to the next item on the agenda and continue
through the process. If the intervention created tension in the group, consider giving
participantsa break.

Special noteStep 2 can be omitted if the impact statememgghtincreasecontention
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Recognizindifficult Behavior Types

Facilitators must manage difficult behaviors in meetings using skills that will not alienate others, or
inhibit productive conversationsgn the Star Waranovie® famous bar scen¢he personality of the zany
character was apparent lilie appearance. Each character had a didiire look. Yet in meetings,
facilitators will have no idea about the group of afaaters with whom thege dealing.

That® becausé.J- NIi A @drral ofitivaidappearancesanbelie troublesome behavior. In the

following section, strategies for dealing with the crazy cast of characters are categorized by behavior.
The key is to iderfly stereotypical behavioral patterns and understand the suggested responses so that
the facilitator carhelp participants move through the meeting under challenging circumstances. The
following pages are some suggestions for dealing with these stereotyggbaviors.

Please note: No animals were harmed in the making of this workbook.
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Complaining oNegative Crab
Motivation ¢ passive, taskocused and wants to get it right

Z The complainer can come in many forms: whiner, critic, or obstructionist.
4 Crabs argassive and tasfocused,andthey want to get it done. Despite the
‘\(\ ;;; negative connotation, this person is often motivated by perfection. Negative

complaining people may seeto object to everything, asserting that ideas

proposed will not work or are impossible. The complainer may completely
deflate any optimism otherexpresdor a project and may block others from accomplishing goals. Crabs
gripe and do little to improve # situatiort either because they feel powerless or because they refuse
to bear the responsibility for an imperfect solutidress

Gentle Intervention
Stay Neutral
GL 1y26 &2dz Ol fdzS (GKS ljdz2 tAGe 2F GKS &dzfdziAzya ez

Ask clarifying questionssk for the specifics that focus on the content
G/ 1y @2dz RSaAaONAROGS (G(KS NBlFazy ¢gKe dakcdygesiddydei SR a2
YAIKG AYLINROS AlGKE

Write the complaint on easel chart; refer to it when the person repeats it
G SG YABORRIWZNI O2y OSNya 2y (GKS OKI NI a2 GKFrd ¢S ¢

Firm Intervention
Reflect what you see: R
G/ N o6o6ex LQY o0SlGiAy3a &2dz KIS KAIK SELISOGIGA2Z2Yya ¥
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Describe the impact:
a !proposed solution from you will allow the meeting to move forward and then we can consider all
viable solutiong

or

GbS3AFGAGAGE YI & o
G2 NBIOK G4KS RI&Q

o
RedirAect,the bghavipr: ) A 3 o L A 3 ]
a[ SG YS OF LJudzNE &€2dzNJ O2Yy OSNY 2y UKSé¢ SIFaSf OKI NI a
Zrd: KFEGdQa | dzyAljdzS ¢LRRid BSFNIA SERIYE RXAYAd { KNI o &l 6 2 dzi
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Dominating or Hostile Shark
Motivation ¢ aggressive, task and efficiency focused

Sharks araggressivand focused on efficiency and thesk They can be
hostileanddominating and right try to intimidate and bully people. They

make cutting remarks or throw temper tantrums when they do not get

their own way. Some hostile individuals will be tdsk&used and want to

get the job done while maintaining control. These individuals will

generaly have a more focused attack on the failure of others to complete

a specific task or take necessary actions. Others may explode and attack other people in a more random
fashion, which is typically done to command attentibess

Gentle Intervention
Be irm, but not threatening; be friendly
G{KINy&z L Oly G(Sff @&2dz OFLNB RSSLX & I o2dzi

.CI
LI NJAY3I t20 FyR GKSYy KSI NJ ;JKIG 2GKSNE GKAY

save@ 2dzNJ Y SEG ARSE T2N G6KS ySEG NRdzyRodé

K
1

U
<N

Aa
®

Listenactivelg 3IAGS GKSY GAYS G2 @Syid> IyR dzaS GKS LISNE2
pong to engage others in the conversation. Call the name, pause, call it again and again until Sharky

pauses, tha jump in with your intervention

a{ KINJ e  {tkHamkyod Por ypuKKndwledge and your perspective, it is important
AYF2NXYIFOGA2Y F2NJ dza (2 O2yaARSNMW /flYYe@I K2¢g R2Sa

Firm Intervention

Reflect what you see:
 KFNJ]&@8H ,2dz FNB KI@Ay3a adzOK aGNRy3 NBIFIOGA2ya GKI G

Describe the impact:
GhOGKSNI LI NOAOALI yiaQ 2LIWAYAAY F2N GKAa LINRPOS&aa Aa

Redirect the behavior:
Gt fSFrHasS K2fR @2dz2NJ O2YYSyia T2NPahaTOSHESYAgHISAa a2 2

>
>

SNJ §KS INRdzyR Nz Saszx 2yS LISNE2Y aLis|
1 i2 KSFNJITNRY a2YS2y$S StasSo 52f¢ LK
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Talkative and Chatty Blowfish

Motivation ¢ assertive, people person, wants everyone to get
appreciated

Blowfishyis a very chattyassertivedpeople persort Blowfishwant

everyone to feel comfortable and positive about the proc8$geyhave

a tendency to be overly talkative (almost compulsively) because they

are enthusiastic, want to show off, or are weiformed and eager to

dzaS GKSANI 1y2¢6ftSRASe . f2gFAakK Oly R?2
expense of other group members. Whiley frequently have good

ideas and strong contributions to make, they also ramble, monopolize

the discussion, and do not give others an opportunity to express their thoLighds

Gentle Intervention

[AaGSy FOGA@GSteyY alL QR f ¢agelchait and then igéi tieNaBier paftiCipa®s? dzNJ LJ2
feedback as well. Help me make sure | capture your thoughts correctly. Your first gjpauss for

response]g

[ F6Sf &aARSUGNIO1&a I yR AydSNNHzLII { fisdyd Blafishy2 o6& Of S| N.
Blowfishy? Is this comment related to what we are discussing or should it go onto the rfjzainking
lot]?¢

Firm Intervention

Reflect what you see: R

G.t26FAaKe&Y @2dz FNB FRSLIW G4 SELINBaaAy3d &2dzNJ (K2 dz
or

GL | LILINBOALFEE &2 8N By & Kdzé KR O ¢

Describe the impact:

G S Qa dNBSO Ay NRIYKRY AljdzS (2 Ffft2¢ SOSNEBE2YS |y 2LILRD
or

€2S INB O2ffSOGAY 3 Ay T2NNdeSskriiafto FedtBtNer GG dNE@ y S NA I K
AYF2NXYEGA2Y D¢

Redirect thebehavior:
GCKFEYy|l @2dz .f26FAaKed b2g tSGQa KSIFNI FNRY 42YS2yS
or
Gl 2f R GKFG GK2dAKG F2N y263 FyR f
or
af SiQa a1l az2vyS8S 20KSNAR ¢KI G GKS@

iQa tS4G /tFY FA

w

[N

KAY]l oOLAY3I LRy3
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Shy and Quiet Clam
A Motivation ¢ passive, tasked focused, wants to get it right
The clam is shy, passive, and téstused. Clammy wants to get it right. Shy

individuals may be reluctant or afraid to express their ideas in a group setting
so they may appear to be unresponsilzess

Gentle Intervention
If intervention is necessary, consider communicating with the clam individuadlyA y 3

ikKS O
ask for his or hethoughts:a / £  YY@& X R2 @2dz KIFI @S Fye LRAYID

t1I a
a 02 I RR

Allow Clammytime to answer, even if it tees longer than is comfortahle
atfSrasS tSid /ftFYYe NBaLRYyRE

or

G/ tFryYYe KFa GKS Ff22NWpé

Use anonymous input techniques that make participation easy. Record all answersigivénS | & S ¢ NR& (0 S
your answer to the following question on an index card, and hatame.¢

Firm Intervention

Reflect what you see:

GLQY 3Fdz2SaaAry3d e2dz KIFS Iy ARSEF 2N 0K2dzZ3KG Foz2dzi
or

GL y20008RAANKNEdzIK 2LISYSR=Z¢ aé2dzNJ SesSa Al dzJZé «a
R 2 ¢ ywheB that was mentioned and thouglibu might have something to add

Describe the impact
G2S 41yl (2 dzyRSNRAUGI&®RE @2dzNJ LISNBRLISOGA DS 2y (KA

Redirect the behaviaor
Gt fSFasS &aKIFENB gKIF(é @82dz O2YAARSNI AYLRNILF yi
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Entertaining and Diverting Dolphin
Motivation ¢ assertive, people focused, wants to be appreciated

Thedolphin is assertive and peopfecusedand will entertain the

group to keep tension down. Dolplswant everyone to be

comfortable and understand their contributisnDolphins may just

want to keepthe conversation light, or they may be uninvolved in the
substance of group efforts; instead, they make unrelated jokes and
comments. Entertainers may divert attention from the subject under
discussion with distracting antics that focus attention on them

However, they also can play a constructive role when group discussions become tense and stressful for
group membersLess

Gentle Intervention

Ask Questions:

LIy2NB (KS Kdzy2NRdzaz NBYFN)] FyR F2ff2¢ dzLJ g AGK | &
RANBSOGfe NBftlFIGSR (2 (GKS (2LAOKE
f LIKAY frasS GKS ad2NB (2 GKS G2LRAO
B d¢

2 N
12 wiKS LJA

o

Paraphrase
Restatethe inputusing your own word# refocus the discussioi 5 2 £ LIKAd&Fandiydur point
you are trying to express the idea tHparaphrase inputg

Write commentsonaneaselchatt 52 f LIKA ST KIF PSS L Ol LJGdzNBR @ 2 dzNJ & dz3 =

Firm Intervention

Reflect what you see:

G, 2dz OSNIF Ayt & 1vy2da 2K206K S 2R AFaRRdzal & At2Aay3ed § 2 dzOK

or

GL FLILINBOAIGS GKS NRfS KdzY2NJ KFa 2y 1SSLAy3a G4Syan

Describe the impact:
ELY 2NRSNJ G2 | 002YLX AaK GKS GlFral d2RIFezX 6S R2yQi
G§2LAODE

Redirect the behavior:
G52 @2z WSSyl GKIFEIG RANBOGfe&e NBEtFGSa (2 GKS (2L
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Under-Patticipator, the Apathetic Flounder

Motivation ¢ passive, people person, wants everyone to get along

Theflounder is a passive persevho wants everyone to get along.
Flounderamay be uninterested in the topic or not comfortable sharing
their perspective. The undetparticipator does not appear to be engaged
in the group or its formal discussions but may say more during breaks at
meetings. The group member who remains undeslved may be
introverted, an exceptional listener, a deeply reflective individual with
wonderful ideas, or someone who is simply detached from the subject.
Less

Gentle Intervention
Note: If intervention is necessary, consider communicating with the fleamadividually.

Ask questions

uaS GKAA LISNER2YQa VYyIYSao

Wait through an awkward silence, and if other participants feel compelled to speak, ask them to please

hold their comments until the flounder has had a chance to offer his or her opinigaotion.

ParaphraseNB a i 1S GKS Ff2dzy RSNRa O2YYSyida G2 SyadaNB (K
the contributions.

Firm Intervention

Reflect what you see:

GCf2dzy RSNE LQY 3IdzSaaAy3d e2dz 1221 GKS thisiiséisi 2 LI NI
NEad2f OSRDE

or

GLQY 3AdzSaary3d e2dz KI PGS |y 2LAYAZ2Y |o2dzi (GKAA&a®E

Describe its impact:
G2S ¢g2dd R 0S AYyUuUSNBads
will be more robust if all the interests a@2 y a A

Ay K
SNER®

A ¢

SIENAY3I &2dzNJ LISNE LIS O A
¢

Redirect behavior:
Gt £ SIFHasS aKIFINB @22dzNJ LISNBRLISOGAGS 2y GKS AadadzsSog
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Argumentative Jllyfish

Motivation ¢ aggressive, tasked focused, wants to get it done

Thejellyfish is tasocused and aggressive. They are confrontational
and want to finish the job their wayihe jellyfish is another version of
the hostile, aggressive, domineering type. With their stinging remarks,
jellyfishtend to be blunt and argumentativeellyfish enjoya good

fight and find debating and intellectual games challenging and
rewarding.Less

Gentle Intervention
Stayneutra¥Y aWSffeFfArakKs GKIFGHE Ly AyiSNBadaAy3a LISNARLSOI

Paraphrasevhat this person isaying using a soft voice and patient, reasoned statemeén&/Sf f @ FA A K X
you have a concern about the proposed solutid§ 1t Qa o NBIF {1 GKFI{d R2gy¥ Ayid2 dzyl

1 O1y26f SRIS GKAA LISNBAXWD Y |LIRRAE AFE@SNIntkEapilirs AeedrR(EAS2 (58 2
for reference¢

Firm Intervention

Reflect what you see:

GWStfeFAAKY @2dz Ydzad FSSt @GSNE adaNRy3ate o2dzi GKA
or

GwSYSYOSNI 2dzNJ ANRdzy R NMz S GKI &G S@OSNEB2yS KlFa GK
or

GwSYSYOSNI (2 0SS LMAIWOALF gzt azpE 2 G KSNJ

(s}
P

Describe its impact:

GLQR fA1S (2 LRAYyG 2dzi GKIFG @2dzNJ F LILINRF OK Aa |
tfSrasS YIS 2yte O02yaiNHziA@S 02YYSyida FyR YI |
or
at £ S
I 0 Af

w U
(0p))
[N
.

' Y

NB O pabyidnateSesiofsk ay &udtade.bther participants and compromise their
G2 O2yGNROdziS o6& LidzidAy3a GKSY Ay | RSTSya

i QX
@ ()

I
A

Q1

Redirect behavior:
GLOQR fA1S G2
0ST2NBE @&2dz a

(KFG 68 Y208 2ys FyRled a1 o
FYYe 6KEG .Aad 82dNJ LI2aAdAz2y 2V

w
~ ax

l.:.I
t
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TheKnow-It-All, Arrogant Sea Lion

Motivation ¢ assertive, people focused, wants to get appreciated

Seaibns areassertive and need the group to accept their expertsel

they can becomé&now-it-allswhen questionedTheybelieve that they

have more credtility than has been acknowledged and want everyone

to understand and agree with therifthe sea lioknows a lot about the

topic but dees notcontribute in a way thatiss well with other

participants sometimes using his or heredentials, age, length of

service, or residency to disparage an idea. With cockiness and an inflated
ego,the sea lion caie condescending, imposing, pompous, or arrogant toward others. likedihood,

this behavior will make others feel as though there is no point in contributiegs

Gentle Intervention

Listento sea lionsand acknowledge what they say, aliogthem to be expers:a ¢ KI Y1 € 2dz T2 NJ é:
expertise seaion; letmemake NBE L OF LG dzZNB G KIF &G O2NNBOGfed b2dg LQ
Ping ponghe conversation to other expertsintheroom / f | YY& X Ol y &e@adantiedzAf R 2y
G2 alrekKé

Firm Intervention

Reflect what you see: R

62S dzyRSNRAGFIYR2UEKGEKS@GEAIENBA 2% GKAA | NBI ¢

or

GL GKAY|l @2dz KI@S YIRS @2dz2NJ LRAYyGSXS 6KAOK Aad LI NI

Describe its impact:
GwSYSYOoSNI GKIFG ¢S vy
K

w»
w»
P

G2 KSIFNJI FNRBY S@GSNeR2yS Ay i
SINJ FNRBY 20KSNE D¢

L YSSR (2 Y20S dza 2y oé

Redirect behavior: o 3 o A

ACKI Y1l e2dz T2NJ e2dzNJ OAS6T y2¢6 LQR fA1S G2 KSIF N FN

or
G/ fFYYesS Oy 82dz FRR (2 GKAA AYTF2NNIGA2YKE
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Affable, Eagar Sea Otter

Motivation ¢ passive, people person, wants everyone to get along

The sea otter is a passidggeople persoa and wants everyone to get along.

Sea ottersare super agreeabl@verly positive peoplevho areoptimistic, very

reasonable, sincere, and supportive. They are peoplented and aim to

please those nearby (foran(i  y OS> o6& |félea aleéeaya aeés
by giving approval. They may cause difficulty in group situations because they
overcommit or are unreliabld_ess

Gentle Intervention
Ask probing questionshat will make honestyeasg 2 K G ySSRa G2 6S R2ySK |1 256

Ask specific questionabout what it will take to fulfill commitmentsx 2 K I {

20KSNJ LINP2SOi a
g2NJAYy3 2yK 52 @2dz KI@S Ftye 2GKSNJ AR a

K
St Fo2dzi K26

Paraphrasesosea ottersare aware 6what they are sayingt 52 @2dz KIF @S Fye 20G§KSNJ AF
S Oy R2 (KAaKé

Firm Intervention

Reflect what you see:
G, 2dzN) SyGKdzaAl ay yR gAtftAy3daySaa (2 KSELI FNB 2dzi

G, 2dz KIS O2YYAGGSR (2 az2yS SENFLiISadgm»a ARSIHE FyR

Describe the impact:
GLF @2dz aA3y dzLJ F2NJ 22 YdzOKZ AdG YlFIe& RSftlFre FT2NBI N

Redirect behavior:

GaLQY aSyaAiy3a az2yS O2yOSNYy | o2dzi az2yYyS 2F GKSaS ARS
WLA Y3 L2y 36 dé

¢ KSNB | NB [Haz0 BSH @zSNKif & 18y (KSasS adsSLlA o60SAy3a 02 YL

NE I NB LIS2LX S O2dzyliAy3 2y (GKA& 06SAyS3
ATAO&B® I NB &2dz adzNB &2dz Oy O2YYAl

Gt SNKI LI &2dzOKISYO1 AYy 6AGK a2Y$8S LIS2LXS 0ST2NB @2dz
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Indecisive Octopus
Motivation ¢ passive, taskefbcused, wants to get it right

Theoctopus is the perfectionist, passive and tdskused. Whethehe or

she isafraid of being wrong, disagreeing with someone else, or just going
on record,the octopuscause problems by the inability to move forward.
The octopus becomesrn overchoicestrying to find the perfect

decision instead of the begtossible choice basl on available

information and resourced hese people cannahake uptheir mindsand
alsomight be blind to logic and reason by the strength of feeliagsut
themselves, theippinions, or the impact of thosepinions on others

Gentle Intervention
Ask questionsof octopusedo draw them out and letthem procesé ¢ St f dza 6Kl G St asS &2«
G2 YIF1S GKS RSOA&A2YKE

Paraphrasevhat they are saying so they can hearitinnewwoédd K ¢ L o0St AS@S L KSIFN
[paraphrasedor & | S NJBst of the options agreed upoMhich is the best optiotA Y & 2 dzNJ 2 LAY A 2 Y

Firm Intervention

Reflect what you see:

aL OFy G(Sftf @e2dz G4IF1S GKA&A ASNR2dzaf & dé

or

6, 2dz F NB OFNBTFdA & gSAIKAYT GKS 2LIGA2Yy 3 dé
or

& ou are having difficulty making a decisionioiK A & A & & dzS @ ¢

Describe the impact:
GLY 2NRSNJ G2 YI1S GKS 060Said RSOAaAz2ys: (GKS 3INRdzI yS
@2dzNJ LR AAGAZ2Y D¢

Redirect behavior:

atfSrasS 0S K2ySald oAGK dz&a FyR GSff dza 6KAOK 2LIA?2
or

& 2 Sndedgtand this is a tough decision, but we need to move on. Please tell us which of the two two
2LI0A2ya 0Saild NXaz2t @S GUKS AaadzsSog

or

GCKSNBE INB y2 LISNFSOU RSOAAAZ2YAEAD 2 KAOK 2yS g2dz R
circumstances and withthe @ At | 6t S AYF2NNI GA2YKE
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Even More Sea Creatures!

Tangential Talkingquid

Thetangenttalker hijacks the topicfahe group by taking discussions off on tangentspics
unrelated to the issue at hand. One minute discussion ien topic and the next minut& Girchiaft
fieldé asthe agendatopic has been taken on a tangethemeeting leade® ability to recognize the
tangent and refocus is essential to a productive meeting.

Redirect d_et® remember to confine ourselves te topic at hand is a good
way to get back on track. Alternately sayidiget® try to avoid tangentsalso
labels such behavior as contrary to the gr@igaims Alsq the facilitatorcan
dparké extraneous items in éparking lo€ list where they@e noted and carbe
addressed later.

OppositionalDeviffish

Let@ face it, ther@ adevil@advocate in every crowd and in most meetings, too. This person seems
to relish taking the opposite tack. Whatever the argument being put forth, this person delights in
taking an opposing vievt@ sport for them, an exercise in opposition. The more unpopular the
stance the more exciting they find the challenge. Often this participant begins by spshépr the
sake of argument believe the opposite is tru&Whilethere is value in looking at issues from
multiple points of view and to avoid group think, tbevil@ advocate applieshis technigue to every
issue, every argumenand every conversation.

Redirect Hold on tathe agenda and get comfortable. This cotd#te a while. A

good meeting leader can praise this per@ability to raise alternative issues. At
the same time, the meeting leader must indicate its inappropriateness, given time
parameters or previously agreagponissues.

CynicalEel

The ultimate naysayer, theynic has anl- & (i ebEeannegativity. Adroit at using the phrasé
won®@work £ they are skilled at deflating and defeating whatever motion is in motiQar®be
done.Theyll never buy itWe tried it once and it wasfailure£ ThS O &nyokoOj@stisay no.

Redirect Challenge cynical participants to think like thexil@ advocate have
them suppose for a minute that the idea or project could work. Use a common
conflict resolution tool and astynicsto embrace theother side3 point of view as
if it were their own, and argue that si@eposition.

t |y R ZPhidotfsh

These meeting monsters just have to tackle issues that are emotional, tourchse chot buttonst

for others in the meeting. In every meeting there are topics that are sure to strike a nerve, to
provoke an emotional reactiqmor enter the group into a quagmirdhe Pandor@box openers lead
the entire meeting into areas that provoke frustration, asities, and often resentment too. Once
this box is opened,® hard to get the issues back into the box. Even worse, some culprits reopen
issues from earlier in the meeting that have already been resolved.
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Redirect The best cure: a firmlet@ not go heret from the meetin@® facilitator.
Other phrases likélet@ cross that bridge when we get thérer éthat@ a horne®
nest we do®need to disturld label certain subjects out of bounds for the
meeting

Brown NoseRemora

ThereQ often a sycophant immeeting. This participant is obsequious, bending over backwards to
ingratiate himself or herself to the meeting leader or another power broker.pEnsonso busy
currying favor with othershat they subvert whatever true feelindse or $ie mayhave about issues.
This participant is seen by other participants to be in the pocket of the person to whoré oy
towing. Ultimately brown nosers arseen for who they are and become predictable and not
trusted.

Redirect Try to elicito NB ¢y ideas éhd@e@rences before asking others as
a way of drawing them out.

MechanicalFsh: Yep, these are actually cell phones, pagers, personal digital assistants (PDAs), and
laptop computers. Each distradts owner and others, too, athey intrude upon participan@
attention spans during meetings.

Redirect:A good meeting leader will creatggound rules or normfor meetings,
including turning off these gadgets at their outse® hard to compete with
human distractions, let alonelectronic ones as well.

Meetings are full of characterBacilitators need totady participant behavior in meetings, including
their own behavior, to better understanthe style of interaction. The character aineeting will surely
be affected by theltaracters irthe meeting.

Adapted from/ NJ A 3 | LONONdva&teryY@kEMeat at a Businedsleeting: Employees
Bring Both Their Good and Bad to BusirdsgtingE website,
http://humanresources.about.com/od/meetingmanagement/a/meeting_people.htm
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{ SO0 A Aglitatmn ToolsC

Tools and techniques can be used to accomplish objectives and keep participants engaged. These tools
not only assist with meetinthe establishedbjectivesbut they alschelp toreduce conflict, build

rapport, and ensurdahat everyone has the opportunitio participate.By onsidering the objective of

the meeting or sessigrorganizers canhoo the right toolfor the job. There are many tools available

for facilitators, and some create their own. These are a few that are used in the course.

Table 1Tool Objectives

Stepsin the Collaborative Process Anytime
[} — [2) —
e | 022|232\ B8 EE RE
Tool Objective | £ g gl g2|gy % S| §¢® 5 g
82| g|25835 |85 |28
5 &> < < |- <
Brainstorming X
CriteriaRanking X
Exit Survey
Electronic Polling
Flip Charting X
Forced Ranking X
Gantt Chart X
Ground Rules X
ImpactEffort Grid X X
Multi-voting
Participatory X X X
Mapping
Perspectiveswap X X
Process Agenda X
TenMinute Priorities X
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Brainstorming

Purpose:

Brainstorming is an effective method to gather perceptions and idEas.goal is to generais many
ideas as possiblavith ideas building on one anothd?articipants should have equal statamdtheir
ideasshould bepresentedwithout comment or evaluation

Process
In groups of 6 to 10 peoplparticipantsshase their ideas.If the group is too small, participants are not
stimulated to generate ideasnd build alternatives off otherdf it is too large, equal participation is
difficult to achieveThe facilitator follows these steps:

1. Use roundrobin (or another technique that ensures every@hgarticipaion) to collect ideas

from each participant.

2. Llstallinput on easel pads without evaluation or criticism.

3. Ask for clarification as required.

4. Keep participants from critiquing ideas, or getting side tracked discussing one of the ideas.

Variations:

Anonymous Brainstorming Thisvariation can be used if participants are polarizedif tiiere is a need
for confidentiality.Many people can participate when using this technique. The facilitator asks each
participant to anonymously write down their idea(s) on a piece of paper amdax card or a website
The facilitator reads each idea to the group and lists the ideas on the easebpadsvides an
electronic copy to the participants.

Roving Flip Charts The questions are on easel charts posted around the ro@micipants will roven
smallgroups from one chart to the nextwriting down their input on the charfhistechnique allows
everyone to participateThe facilitator follows these steps:

1. Write one probing, operended question on each flip chart. Give kabhart a number.
Place the charts around the room with space between them.
Place several markers at each flip chart.
Ask the participants to number offhere should bequal or fewer groups than chartSach
group should have no more than 10 participgin it.
Each group should go to the chart that corresponds with the number.
Ask everyone to stay at the chart until it is time to go to the next one.
They may write responses individually or as a group.
After 3 minutes, ask the participants to rotaie the next chart.

PN

© No g

Continue until the participants have been to each chart.
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CriteriaWeighting

Purpose:

Criteriarankingis a tool to compare proposed alternatives quantitativéyoups can rate each
alternativeusingcriteriathat are relevant to grojectandultimately determinewhich solution best
meets tlosecriteria.

Process
1. Establish criteria against whigarticipantswill rate the possible solutionsThis can be done by
a small group of experts, an abrainstormingsessiorwith stakeholders.
2. Assign weights to the criteria by importance. Thest important criteria will have the highest
weight. This can be doneusing brainstorming, a subcommittee, maitting, or another tool.
Ly GKAa SEIYLX S5 a/é2 &é AKF 8 &0 KK Sy 2zsésiaihah SYALB KNI |y
have the same weight as another criterion in this example.
3. Give eaclparticipanta ballot as shown in Figure 2. Grageh solution on how well it meets
the criterion. Use ballots, polling devicas another tool tothe alternatives In this example, no
two houses can be given the same grade within a criterion. For example, there can be only one
C for cost, the one that costs the most.
4. Once each ballot is turned in, enter the grades for each persahe criteria tally sheet.
Convert the grades to numbers using an education scale where A=4.0, B=3.0, and so on. Tally
the results for each criterion as shown in Figure 3.
Enter the score for each criterion into the Criteria Grid, as shown in Figure 1
Add the scores for the final total.
7. In the examplebelow, there are3 alternativesithe best alternative for that solution is given an
A with a score of 243.
8. Ground truth the solution with the groufevelop action plans and implement the alternative
with the highest total.

oo

Example:
A family of four has narrowed the options for purchasing a house down to 3 houses and is evaluating the
best house for them based on criteria they decided on together.

Figure 1¢ Criteria Ranking Grid:

Options House 1 House 2 House 3

Criteria (weight)
LeastCost (5) 75 40 60
Bedrooms (4) 40 70 70
Bathrooms 3) 39 33 36
Neighborhood 3) 33 48 27
Schools (4) 56 40 48

Total Points 243 231 241

House 1 wins, House 3 is in the middle, and House 2 is last.
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Figure 2¢ Ballots:

Mom
Options House 1 House 2 House 3
Grade each house A, B or C on how well it meets the critel
Criteria Use each grade only once per row.
LeastCost A C B
Bedrooms C A B
Bathrooms A B C
Neighborhood B A C
Schools A C B
Dad
Options House 1 House 2 House 3
Grade each house A, B or C on how well it meets the critel
Criteria Use each grade only once per row.
LeastCost B C A
Bedrooms C A B
Bathrooms B A C
Neighborhood B A C
Schools C B A
Sister
Options House 1 House 2 House 3
Grade each house A, B or C on how well it meets the critel
Criteria Use each grade only once per row.
LeastCost A B C
Bedrooms C B A
Bathrooms B C A
Neighborhood B A C
Schools A B C
Brother
Options House 1 House 2 House 3
Grade each house A, B or C on how well it meets the critel
Criteria Use each grade only once per row.
LeastCost A C B
Bedrooms C B A
Bathrooms C A B
Neighborhood C A B
Schools A C B
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Figure 37 Tally Results:

LeastCost Weight =5 Bedroom Weight =4
House| House| House House| House| House
1 2 3 1 2 3

Mom A C B Mom C A B
Dad B C A Dad C A B
Sister A B C Sister C B A
Brother A C B Brother C B A
Total 15 9 12 Total 3 14 14
Score Score
Multiplied | 75 45 60 Multiplied | 40 70 70
by weight by weight

Bathroom Weight = 3 Neighborhood Weight =3

House| House| House House| House| House
1 2 3 1 2 3

Mom A B C Mom B A C
Dad B A C Dad B A C
Sister B C A Sister B A C
Brother B C A Brother C A B
Total 13 | 11 | 12 Total 11 | 16 9
Score Score
Multiplied | 39 33 36 Multiplied | 33 48 27
by weight by weight

Schools Weight = 4

House| House| House

1 2 3
Mom A C B
Dad C B A
Sister A B C
Brother A C B
Total 14 | 10 | 12
Score
Multiplied | 96 40 48
by weight
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Exit Survey

Purpose:

The exit survey allows the facilitator to take the pulse of the participants at breaks or before the next
meeting.This strategyrovides opportunities for discussion by allowing the participants to anonymously
speak up about something that is not workifoy them, andit will build buyin to the process by giving
participantsa chance to comment

Process
1. Write two or three questions on an easel pad, with a sc&léhenusingthis tool during a
meeting, ask questions that cdre addres&d during the meeting. Alternatively, use this at the
end of the meeting to inform the process for the next meeting.
Ask participants to use a marker to place a check mark on the scale as they leave the room.
When the participants return, discuss the reswligh them.
Allow them to expand upon their responses, and make adjustments as necessatry.
Be careful not to give extra weight to the outligsponses

arwn

Example:
Exit Survey

How is the Pace?

PPP PPPP PP
PPPPPPP P P

[
| »

Too Fast Just Right Too Slow
How does the discussion match your expectations?
PPP PPP
PPPPRPPPPPP

P
P e

[
| »

Does Not Matches Exceeds

How is the meeting Style?

PPPP
PPPPPPPP

- [
< | »

P
P

Too much lecture Just Right Too many
activities
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Electronic Polling

Purpose:

Electronic pollingising mobile phones or polling devicafows participants to anonymously rank,
prioritize or provide feedback using an electronic deviSesryone can participate, and the results can
been viewed as they come in.

Process
Depending on the available equipment or service, this will chaAggiick google search of audae
polling services will retureeveral
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Flip Charting

Purpose:

Using an easel and pad, the recorder can write down comments from the participamtviiew later.

This allows participants to review the agreements at their own paamgnize that they have been

heardand speak up if they have been misunderstobdii | £ f 2 6a LI NOIAOALI yida G2 a
input.

Process
9 Position the flip chart wére everyone can see it.
1 Stand to the side while writing. Face the audience while listening. If doing both, do not face the
flip chart squarely stand at an angle to both.
Write in large block letters ¢lL.5inches high).
Use as few words as possible.
Makesure everyone knows what any abbreviations mean.
Highlight key words or ideas by circling, underlining, boxing, or starring them.
52y Qi 62 NNE State thatzgpell &Hetk fs hok gfa ©
Color can make a difference. Ensure that the markers haveyptdnibk and are dark enough to
be seen by everyone in the room.
9 Alternating colors allows participants to tell at a glance when one thought stopped and the next
began.

=A =4 =4 =4 -8 =9

1 Placing a border around your chart can help your audience focus on what is written.
9 Usng graphics to demonstrate points can assist the audience with remembering the points.
Variation:

Graphic facilitation is a technique that uses drawings as well as words to capture the notes. It allows
participants to relate through another type of cheng. This may be difficult for some facilitators,

although many of the charts can be developed before the meeting, and simple graphics, like bullets, can
be applied by most recorder$o host a course that teaches facilitators how to listen, process, eawd, d
contact"ocm.training.request@noaa.gov"
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Forced Ranking

Purpose:
This tool is for prioritizing options using specific criteria where each participant has input.

Process:
1. Write the criteria to be considered at the top of the chart.
List all of thealternatives in a columbelow the criteria and number them.
Ask participants to rank the alternatives from best to worst as it relates to the criteria.
Using round robin, ask each participant to tell you where in the ranking Alternative 1 is.
Placethéi y dzZYo SNJ dzy RSNJ 6 KS NI yl1® oLF (GKS LI NI AOALN
lal] GKS ySEG LINIAOALI YyG 6KSNB (KS& LXI OSR It
Continue in the manner until you have numbers for each of the ppétigs next to the first
alternative.
8. Move to alternative 2 and repeat steps74 Continue through all the alternatives.
9. When all the alternatives have been listed, add up each row and record the total.
10. The winner is the alternative with the lowest number.

Nogakrwd

Variation:

Anonymous Forced Ranking should be used if the participants are private about their ranks. Use ballots
instead of round robin.

Criteria= Least Cost

Most Impact Rank Total
Housel 3+1+ K2 =
House2 1+2+3+3 =
House3 2+3+2+ 1 =
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Gantt Chart

PurposeThe Gantt chart is a project scheduling tool. It can be used to determine when project tasks
must be complete and which tasks are dependent on otHelacing milestones into the chart allows the
project team to evaluate the progress of the project.

Process

Break the project down into tasks

Estimate the time for each task

Determine the sequence of the tasks.

List the tasks in the first column of tiohart.

Draw a bar from the task start time tbhe completion.
Place the milestones into the chart.

ook wbhE

Example:

Gantt Chart
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