Enhance Your Facilitation Skills


To facilitate is to make something easier; thus, when done properly, the facilitator eases a group through the process of achieving specific results.
Session Objectives for NeighborWorks® America Staff
Use this opportunity to exchange ideas and learn techniques to enhance our work with groups as facilitators.  This will result in more productive results for groups that are working and learning together.
Enhance awareness of the continuum of specific roles and responsibilities as a facilitator in working with groups that have different needs and expectations.   This will result in clarity and focus for the facilitator and the group.
Staff will have an opportunity to assess their own skills, behaviors and attitudes – all of which contribute to their effectiveness as a facilitator.

Agenda

2:00 – 2:30


                    Self Introductions, Objectives, and Agenda Review
2:30 – 3:00






Qualities of Effective Facilitators
  

3:00 – 3:30



Continuum of Roles and Responsibilities as Facilitator 


3:30 – 3:45









        BREAK

3:45 – 4:45






     
         Techniques and Tips

4:45 – 5:00


                                                                   Next Steps and Evaluation
Qualities of Effective Facilitators

Self Introductions

Choose an adjective that begins with the first letter of your first name and that really matches your personality.  Introduce yourself - just as you wrote the adjective on the card.  

Exercise

Rate your current level of competence and confidence in each of the following skills or methods for facilitators.

1=I have no knowledge or experience in this area

2=I have some knowledge or experience in this area

3=I can do this at an average level of competency

4=I am confident in this area

5=I feel competent and confident enough to teach someone else

__________The difference between leading, training and facilitating.

__________The role of the facilitator.

__________Handling problem or difficult people.

__________The role of the recorder.

__________The role of a process observer.

__________Setting up arrangements for a group meeting.

__________How to warm up a group or get them started.

__________Giving feedback.

__________Observation of non-verbal signals.

__________Asking questions.

__________Mediating conflicts between people.

__________How to keep energy flowing.

__________Using the brainstorming technique.

__________Grouping and priority setting techniques.

__________Evaluating how well the group or team worked together.
__________Facilitating a group process on the phone.
Group Brainstorming

Think about sessions you have attended that have been facilitated.  What were the attitudes/skills/behaviors exhibited or approaches used that made the facilitator very effective at leading the group through a process that accomplished the objectives of the meeting? 

Continuum of Roles and Responsibilities as Facilitator
Roles and Responsibilities of Effective Facilitators

Know and guide the participants through the steps of the process.

Establish momentum, and keep the pace.

Listen carefully to the discussion and analyze and compare comments to formulate questions that help manage the group discussion.

Create and maintain a safe and open environment for sharing ideas.  Where other people see differences, you find and use similarities to establish a foundation for building bridges to consensus.

Watch carefully for signs of potential strain, weariness, aggravation, and disempowerment and respond to avoid dysfunctional behavior.

Keep the session on track, could entail cutting short irrelevant discussion, preventing detours, and maintaining a consistent level of detail throughout the session.

Guidelines for Effective Facilitators

· Listen carefully to participants.  Active listening involves not only hearing what someone is saying, but also noticing body posture and facial gestures that might provide clues as to ways to engage participants.

· As a general rule, you want to interrupt a participant as little as possible.  Interrupting the participant may influence how they answer. 

· Never show any judgment about comments, remarks, and input from the audience.  Always remain neutral or as impartial as possible, even if you have a strong opinion about something.   Refrain from nodding, raising eyebrows, agreeing/disagreeing, or praising/denigrating any comments made.   If you wonder if the comment is off-base, you can ask for reactions from the rest of the group.   You can also ask the group, “Is this a consensus opinion?” “Does anyone have another perspective?”

· Conversely, don’t assume that because someone makes what seems like a compelling statement, the whole group is in agreement.  One of the biggest mistakes facilitators make is to conclude that “we heard loud and clear that the group thought X, Y, and Z” without really checking that that’s the group’s consensus.   

· In order to ensure that the group is not adopting a dominant viewpoint without discussion or disagreement, the facilitator should probe for alternative views.  “We have had an interesting discussion, but let’s explore other ideas or points of view.  Has anyone had a different experience that they wish to share?”

· In a group discussion, recognize people with hands raised by nodding to them, and then when the current person is finished speaking, say to the group, I’ll go now in the order I saw hands - Bill, Julie, Sam and then Tom.  

· If you need to limit the conversation, tell people up front what you’re doing and apologize: “Unfortunately we have time for just two more comments, I apologize – first George and then Linda.”

· Silence encourages elaboration.  Don’t move too quickly to keep the conversation moving, allowing silence at times encourages folks to gather their thoughts and think about what they want to say.

Know and guide the participants through the steps of the process.
Preparation is KEY……Pay attention to the five “P’s” 
· Purpose

· Product

· Participants

· Probable issues

· Process

Ensure the group has goals for themselves that are outcomes.  This will give you the clarity you need to evaluate your success…
By the end of this meeting we will have:

Product








A plan for _________________________________________so that we can ___________________

An agreement on ________________________________so that we can____________________

A list of ________________________________________so that we can_______________________

A process for _________________________________so that we can________________________

Knowledge

An awareness of _______________________________________so that we can____________

An understanding of _____________________________________so that we can _________

Know your group and what stage they are in and their expectations for your role and your responsibilities in achieving their goals.
The continuum of roles and responsibilities for our staff – be aware which role you are playing for each engagement…..

Leader………….Facilitator………..Trainer………….

Techniques and Tools
TIPS AND TOOLS
Note Taking and Recording
Do not evaluate or judge or edit.  Use their words, not yours.

· Write in large block letters at least 1 ½ inches high.  Leave two inches between each line.

· Highlight key words with circles, boxes, underlining or contrasting colors.

· Write a maximum of 10 lines per sheet.  

· Use only dark markers avoiding yellow, pink, and orange.  Red and green are difficult for people with color blindness to distinguish.

· Write or insert a header on every page for clarity and focus.  

· Ensure that the ground rules are written clearly and neatly on a flip chart.  

· Record major themes, ideas and comments on the flip chart as people are speaking.

· Listen then write.  Concentrate on what each person is saying before attempting to write it down.  Listen for key phrases and words.  

· Write briefly.  If what is said is too wordy, write down the essence but use their words and ask the person speaking if you are not sure what to record.

Getting Input
Keep it simple and create and maintain a safe and open environment for sharing ideas.  
· When having small group discussion assignments, keep the instructions simple:  have groups answer or discuss no more than one or two questions at a time.  Ask someone to play the role of facilitator, time keeper and note taker.  Make sure the groups are very clear about what they will be asked to produce or report out – make sure it is directly tied to the questions being discussed. 

· A good small group activity without report outs is having groups work on the same or separate questions; record their thoughts on a flip chart, stop them, and have the groups exchange flip charts (or physically move to stationary flip charts).  Each group reads what the other group has written and adds to that content – in a different color marker.  You can do this once or twice (if you have more than two groups), but each flip chart should eventually end up back with the original group so that they can see what their colleagues added to their initial thoughts.  No report outs are then needed.   
· The facilitator needs to use processes to hear from/get input from all participants, not just those who like to speak.   One technique is to have people write ideas down on colored post-it notes and put them up on flipcharts or butcher paper on the wall, etc.  Post-its can then be grouped, categorized, prioritized. 
· Another technique, if the group is small enough, tell everyone that we’re ask each person to say one thing about this topic.  If someone has already said what you were going to say, he/she can just indicate that.  

Techniques for Brainstorming
Getting ideas on the table

When you engage in a brainstorm activity, tell the group before you start that one of the essential rules of brainstorming is that we simply get all ideas on the table without judging or debating the point being made – only clarifying questions are allowed.  It’s best to record all points on flipcharts.  

The Carousel Design
Goals/Outcome

· Gather information from a number of people in an efficient and interesting manner

· Fully involve all participants in a brainstorm about key questions

· Manage the information efficiently and identify areas of priority

Background/Context

This design is an adaptation of a classic design and has several names: The Gallery Walk, The Walkabout, and the Carousel. All the names indicate movement, which is one of the key elements of this design. During training sessions, trainers need to find ways to engage participants and receive information and feedback from them. Because training sessions rarely have enough time for extensive discussion and dialogue, different ways to solicit information are needed. This design is one of the most interesting data-gathering designs I know. It is highly interactive and participative and, most importantly, very efficient.

Logistics

· Materials: Flip charts, easels, magic markers for all participants, tape, timer, bell, or chimes

· Space needs:  Large comfortable room where participants can move around easily

· Time Frame: 20 to 45 min

· Number of participants: 10 to 40

Implementation

· The trainer will have to do some upfront homework with the design and be very clear about the questions for the group to brainstorm and answer. Depending on group size you can have anywhere from three to five questions.

· Once you’ve determined your focus questions, you should create separate stations throughout the room with an easel and flipchart paper. Each station should have a focus question at the top of the flipchart.

· The trainer should have the group break into evenly distributed groups depending upon the amount of focus questions to be answered. Do this by counting off one to how ever many focus questions you have to be answered. This will give you randomly selected groups.

· Make sure each participant has a magic marker and have them stand in front of their assigned easel with the question written  on the flipchart.(When the group counts off, and you are number three, you go to station #3)

· The trainer lets participants know that their goal is to read the focus question at the top of the flipchart, and individually record their responses to the question. This is not about group agreement. We want individual responses. (This is why everyone has a magic marker) If participants agree with other people’s ideas, they can indicate their agreement by checking off the idea. 

· Each group is given 5 or 10 minutes to read the focus question and individually record responses.

· At the end of 5 or 10 minutes, the trainer should indicate by ringing a bell, chime, or whistle that each small group should move clockwise to the next station

· Each group then reviews the input from the previous group, individually checks off the ideas with which they agree, and adds their own idea to the list.

· This process continues until all groups have answered each question individually by rotating to all stations.

· Once all questions have been answered, have each group return to the question where they started. There will be a lot of new information added at this question station. Give them several minutes to read the new information and indicate agreement by checking off the answers to the focus question.

· The last step is to have each original group report on the top three or four answers for their focus question. These will be easily recognized by their check marks. Keep the mini presentation to about two minutes. The goal is to indicate the most important ideas and gain closure with this culminating activity.

Asking Clarifying and Probing Questions
The most important thing a facilitator does to manage the group discussion…. And when in doubt, ask questions

The facilitator has the responsibility to get all participants to talk and to fully explain their thoughts.  The group could review ideas and ask clarifying questions.  This helps clarify what a participant has said and helps to get more detailed information.  Some helpful probing questions that can be asked by the facilitator to generate discussion include:

· “Can you talk about that more?”

· “Help me understand what you mean?”

· “Can you give me an example?”

· “Please tell me (more) about that?”

· “Could you explain what you mean by….?”

· “Can you tell me something else about….?”

If you aren’t sure you understand the person’s point, you can ask questions:

· “Can you rephrase that; I’m not sure I understand.”  

· Or you could paraphrase and ask, “Am I hearing you correctly?” or “Do I have that right?”   

· You can also ask, “Does the group understand this point?”

· Good probing is not leading.  Avoid asking questions that are leading, meaning they reflect your opinions or assumptions about a topic.  An example is “Don’t you think…”

Prioritizing and Grouping Ideas

Strategies for coming to consensus
After brainstorming and discussing ideas thoroughly it is helpful to group the ideas into categories or priorities.  

· People can put dots on their top three priorities.

· As the group discusses each idea they could evaluate each suggestion as impossible, maybe or outstanding.

Dealing with Difficult People
Strategies for dealing with dysfunctional behavior

There are a number of behaviors that tend to erode the group process.  People who talk too much; folks that don’t speak; side conversations; confrontational or uncooperative people are some of the behaviors that facilitators have to manage.  
Generate ground rules with group to set the stage for reinforcing good behavior and discouraging bad behavior.  Don’t be afraid to set your own ground rules.
One strategy is to talk with the offenders privately. 

For the talkers here are some suggestions for how to deal with them.

· Thank you.  What do other people think?

· Let’s have some other comments.

· If someone is rambling on and on or dominating the conversation you could stop taking notes; look in another direction; look at your watch; “I really appreciate your comments.  I am very interested in hearing how other people are feeling about this” or “It’s very interesting to get a variety of perspectives, and I would like to hear from other people as well.”

For the silent or quiet folks.

· If someone is speaking too softly, ask them to repeat themselves.  

· Direct questions to this person if you know he or she has ideas.
· Remember that just because someone is not speaking in a large group setting does not mean they are not learning or engaged.  Some people are more comfortable participating orally in smaller group discussions.  Integrating small group discussions along with full group work is important.
For the side conversations.

· Ask the folks involved to share what they are talking about to the full group.

· Comment that it is difficult for you to hear the other discussion or to concentrate with the side conversations.

Energizing the Group
Strategies for establishing momentum and keeping up the pace

The first words you speak will set the energy level for the session.  Start enthusiastically!

Try to figure out why people aren’t responding.  

· Is the question unclear?  Ask the question in a different way.

· Are they just tired of talking about the topic or they have no more to say?  “Is there anything else that you would like to share?  (pause)  If not, we can move to our next question.”

· Anything else?

· Repeat the question.

Take a short break.

Silence is okay – wait seven seconds….  Often someone will speak up, either to answer the question or to ask a question that gives you some insight as to why there is silence.
Good Resources
· Interaction Institute for Social Change
· The Grove Consultants
· Free Management Library: All About Facilitation, Group Skills and Group Performance Management

· Facilitation Techniques: an HPC Resource

Interaction Institute for Social Change

The Grove Consultants

Free Management Library: All About Facilitation, Group Skills and Group Performance Management

Facilitation Techniques: An HPC Resource List

Next Steps and Evaluation
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	Overall how do you rate the success of this session?    
	1`
	2
	3
	4

        
	5

     

	
	
	
	
	
	

	Outcomes
	
	
	
	
	

	· Use this opportunity to exchange ideas and learn techniques to enhance our work with groups as facilitators.  This will result in more productive results for groups that are working and learning together.
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	· Enhance awareness of the continuum of specific roles and responsibilities as a facilitator in working with groups that have different needs and expectations.  This will result in clarity and focus for the facilitator and the group.
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	· Staff will have an opportunity to assess their own skills, behaviors and attitudes – all of which contribute to their effectiveness as facilitators.
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What did you find most useful about the session?

What changes would you recommend?

Additional comments or suggestions.
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