[image: image1.jpg]


Developing Effective Ground Rules

Duke Rohe, drohe@pdq.net
Overview:  Good group process is like oil to engine in conducting effective, productive team meetings.  Not having ground rules assumes everyone thinks the same…now that would be a dangerous thought.  Ground rules are the code of behavior for group process.  Define them well and group process will support (instead of hinder) the effective outcomes.

Objective: 

1. Set an expectation that effective meetings are the norm.

2. Create a sense of team before the team begins, or at least at the onset of a meeting.

3. Get attendees pre-thinking about appropriate team behavior.

4. Start the consensus process early on

Supplies:  

Flipchart paper to register and post the rules agreed to be followed.  The Ground Rules Handout.

 Procedure:

1. Modify the handout that follows to fit the type of team or meeting that is to be conducted.  The longer the team remains intact, the more member interaction is required; the greater the need for good ground rules.

2. Send out the Ground Rule Handout in advance, asking the members to review and pick a few that they see essential for effective group process.  Ask them create at least one of their own not on the list (this enlist thinking prior to coming to the meeting).

3. At the very first meeting, after the purpose of the meeting/team is clearly established, introduce the need for ground rules and go around the table gathering Ground Rules that are felt important.  Ask specifically for the extra one they created.  This is the beginning of team contribution and commitment.  Thank each for their addition.

4. On a flip chart paper, write in two or three words to capture the essence of the rule described.  Ask for clarification for broad terms such as ‘Respect one another’.    Stress that it is everyone’s responsibility to we can add to this as needed.  Seal these ground rules specifically asking the group, “Do we all commit to abide by these rules?” Then get a headshake from the group.

5. Recommended:  The meeting or team purpose should be pre-posted to add focus.  If there is a series of meetings, the purpose or outcome of that session can be posted to add further focus. 

6. Assign a gatekeeper of the rules to monitor compliance.  This can be a single individual or the facilitator can ask ‘the team’ if they all want to be deputized to supportively call out when one of the rules are bring breached.  

7. At the end of the meeting, conduct a ‘Hot Wash-up’ to hone the group process.  It requires each member to write one thing that went well with the meeting and one thing that could have gone better.  Quickly go around the table sharing their ‘wells’, then their ‘betters’.  Out of the ‘betters’, ask if adding to it Ground Rules would stregthen the group process.

Ground Rules Handout

Ground Rules are how you get around in a meeting without stepping on someone else.  They describe the collective limits of personal freedom.  They set the bounds of order.  Here’s a pre-think piece on what can be collectively agreed upon.  Without good group process rules, focus will be spent in individual differences rather than collective problem solving.  Check off those that you feel are important for a well-oiled team and bring them to the meeting.  If you really care about the meeting, ADD 1 to this list that is missing!

1. Agree to call for help when commitments can’t be made.

2. Assist team members when they call for help.

3. Express your feelings in healthy manner.

4. Be courteous, regard others as important.

5. Be honest…participate, share what you think .

6. Be objective. 

7. Be on time.

8. Be positive; possibility-driven.

9. Quickly volunteer for assignments.  Quickly support another who reluctantly volunteers

10. Come prepared.

11. Check with the team before doing something that represents the team.

12. Consider differing opinions.

13. Do your assignments.  Call for help if you can’t complete it on time.

14. Yield personal agendas to support the best team outcome. 

15. Equal ‘air’ time during group conversation.  If you are shy, contribute; if you are not shy, tone down.  

16. Everyone is deputized to enforce the ground rules.

17. Be open to input.  Ask permission before giving uninvited input.

18. Keep side conversations down. 

19. Individual discussions, not requiring the team, are handled outside the meeting.

20. Everything in the meeting stays in the meeting.  Honor confidentiality.

21. Don’t withhold what you think.

22. Discuss different opinions respectfully.

23. Regard each person’s input as important

24. Reset thinking from ‘me’ to ‘we’.

25. Respond with ideas or possibilities.

26. State the expected purpose and outcome up front for each meeting.

27. Share your opinion as ‘a’ way instead of ‘the’ way.

28. Speak one at a time.

29. Stay focused…Stay on topic…Limit war stories.

30. Time box how long to deliberate on revolving topics.
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