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Facilitating the Team 
Meeting One

Pre-Work 

· Review meeting one tools and templates 
· Come prepared to begin Meeting One
Purpose/Goals

· Enlisting the team to make a substantial change to the culture.  

· Prime the team for their first assignment. 

· Provide a roadmap of the change they will need to accomplish collectively.

Objectives

· Understand the attributes of a high-performing team. 

· Assign roles in the team 

· Build Aim Statement

Meeting One Agenda – Topics / Issues Or Activities

I. Welcome

II. Why Team is selected?

a. What is the team’s purpose?

b. Project Agreement

III.  How are we going to accomplish?

a. Ground Rules 

b. Expectations of the team

c. Team Roles: Member, Facilitator, Team Leader, Scribe, Timekeeper

d. Time-line

e. Resources provided.  Did everyone read his or her assignment?

IV. Build Aim Statement 

a. Brainstorm Activity

b. Craft into an Aim Statement

c. Evaluate using SMART

V. Conclude Meeting

a. Required Reading 

b. Review meeting two tools and templates
Note: If, after reviewing the following material for Meeting One, you have questions please email “Create Solutions” through Lotus Notes.   A representative will contact you and assist.
INSERT MEETING ONE AGENDA 

Welcome

	Time
	

	
	Time/Date/Place

	
	Goals/Objectives


Why Team is selected?

	Time
	

	
	What is the team’s purpose?

	
	Project Agreement


How are we going to accomplish?

	Time
	

	
	Ground Rules 

	
	Expectations of the team

	
	Team Roles: Member, Facilitator, Team Leader, Scribe, Timekeeper

	
	Time-line

	
	Resources provided.  Did everyone read his or her assignment?


Build Aim Statement 

	Time
	

	
	Brainstorm Activity

	
	Craft into an Aim Statement

	
	Evaluate using SMART


Conclude Meeting 

	Time
	

	
	Required Reading 

	
	Review meeting two tools and templates

	
	Complete Create Solutions Database


INSERT YOUR Project Agreement 

	Purpose 

What are we trying to achieve?
	Clearly and concisely describe what is to be achieved by this project.  



	Objectives

How will we know we got there?
	The new process must:

1.


2.

3.




	Plan

What do we have to do to get there?


	1.
By __/__, 

2.
By __/__, 

3.
By __/__, 



	Team and Resources

This may or may not be needed
	Core Project Team members include ...

1.  
2.  

3.




	Success Factors

What leadership and resources are needed to make this a success? 


	1.


2.


3.


4.


5.





Setting Ground Rules

How to

Ground rules are prescriptions for team communication.  They must arise from the team and be freely committed to by all team members.  After the team has agreed to the ground rules each team member should receive the list.

The list may include:

· Be a good listener

· Keep an open mind

· No cheap shots

· Participate in the discussion

· Ask for clarification

· Give everyone a chance to speak

· Focus on the present and the future, not the past

· Deal with particular rather than general problems

· Don’t be defensive if your idea is criticized

· Be prepared to carry out group decisions

· All comments remain in this room

· Everyone is an equal in this session (no titles)

· Be polite – don’t interrupt

In addition to these ground rules here are some meeting norms that can help facilitate a successful meeting.

Meeting Norms:

· One person talk at a time

· Stay on subject

· Maintain a supportive atmosphere

· Build on the thoughts of others

· Avoid personal attacks

· Ensure everyone’s opinion carries equal weight

Expectations of a Team Member

As a team member it is your responsibility to become a stakeholder in the process of change.  The members attend meetings that will 

1. initiatiate change
2. make suggestions and approve any changes

3. implement the solution
Individual team member’s role
· Become an advocate of change to peers

· Integrate change into the workplace by being a role model

· Participate in the sharing of knowledge, ideas, and innovative thinking
· On time every time to meetings.  Available for assignments

· Lead change with a positive mentality regarding change 

· Help empower staff to generate systematic change

· Understand and utilze the PDCA model in structured probolem solving
· Learn team and practice team skills, change skills, thinking skills, presentation skills

· Implement a systematic change in acceptable and absorbable rates

· Grow trust and safety when introducing new ways and procedures
· Instill accountability in all staff participation in order to make the change a success.

· Champion the team cause by helping the rest of the department transition to the new level of service
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You can’t do what you have never done until you be what you have never become…Les Brown
Different Roles Within a Team
Facilitator’s Role: 

1. A neutral member of the team

2. Focuses energy of the team on a common task ( helps the team solve the problem )
3. Suggest alternative methods

4. Protects individuals and their ideas from attack ( with help from the team )

5. Encourages participation

6. Helps the team find win/win situations

7. Will not take responsibility for answering all the questions – the answers are in the team

8. Will not pretend to know your business – does understand team building and improvement tools and concepts

9. May “shoot from the hip” to increase awareness.  All comments are meant to be helpful

10. It’s the team’s responsibility to use the facilitation well

Team Lead:

1. Setting up job responsibility and keeping team members focused on accomplishing tasks

2. Modeling all the behaviors desired in team members

3. Guiding the team through the problem solving process

4. Participating as an active, voting member during meetings

5. Discussing the progress, direction and problems of the team

6. Obtaining input concerning major activities, problem analysis, solutions, proposals, and pilot projects

7. Arranging follow-up meeting times and locations.

Scribe Role:

1. Support the facilitator

2. Listen, then write

3. Do not evaluate or edit

4. Write briefly

5. Record on flipchart if needed.

Timekeeper Role:

1. Control the pace

2. Inform team of time
TIMELINE
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Step 1: Objective one the team will move through the first phase of the PDCA model and build a foundation for the weeks remaining.  This is where the team will look at the goal and define the problem they have been given.  They will create an Aim Statement.

Step 2: Objective two the team will move into the second part of the PDCA model and diagnose the root cause of the problem.  The team will also create a baseline metric and gather that data as needed.

Step 3: Objective three the team will report back to the group the metric results.  This is where they begin the third phase of the PDCA model and generate solutions for the problem.

Step 4: Objective four the team will finalize the solution and then devise an implementation plan for the new process.  

Step 5: Objective five will determine how they will Check & Act the implementation plan.  They will create the team presentation.

Team Example

The following guideline provides proposed steps regarding how to review the area outcomes throughout the identified organization segment.  It is expected that this information is discussed and reviewed collaboratively between managers, team lead, team and staff.  

Step 1 – Team Meets

Step 2 – Team Lead Meets with Management.  Communication between Team Lead and Management must happen after each team meeting.  The manager reviews the outcomes and coaches the team lead.

Step 3 – Team Lead and/or Management attends Learning Sessions and Teleconferences.  The teleconferences will follow the 5-step process.  The objective is to help teams as they go through the PDCA model.

Step 4 - Communication of team outcomes and presentations begins with teams and facilitators to managers and total staff.  For workforce empowerment it is proposed that team members present the outcomes each month.

Aim Statement

WHAT IS AN AIM STATEMENT?

A clearly articulated aim statement provides both the foundation and the focus of the problem-solving effort.  A clearly worded aim statement should always be able to answer the question: 

“What are we trying to achieve?”

Frequently, we attempt to solve problems by focusing on the symptoms of the problem rather than on the root cause of the problem.

EXAMPLES OF AIM STATEMENTS 

AIM STATEMENT WITH DUAL FOCUS:  Improve teamwork and morale in the department. 
AIM STATEMENT:  Increase opportunities for staff to work cohesively together as a team.
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AIM STATEMENT WITH IMBEDDED SOLUTION:  Install an IBM Conference Room Scheduling Software.

AIM STATEMENT:  Reduce confusion in the process of scheduling and accessing conference rooms.
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AIM STATEMENT NOT SPECIFIC:  Improve communication in the department.

AIM STATEMENT:  Increase the means of communication between management and staff
Evaluate AIM Statement – Using Smart

When a team is pulling together, one of the first efforts is to craft the appropriate Aim Statement.  It guides the team effort, provides focus, and solves what needs to be solved.  Below are ‘grooming’ questions in crafting an Aim Statement.

SPECIFIC – SINGLE FOCUS

· Does the Aim Statement have a clear, single focus?  

MEASUREABLE

· Can the Aim Statement be measured for its attainment?  Without a reliable measure, its achievement is a guess.  

· If its measurement is in personal perception, can the wording of the Aim Statement be changed so it can be measured? 

ACTIONABLE

· The action to achieve this statement is within the team’s control or influence

REALISTIC   

· Do those affected agree this is ‘the’ topic that needs to be improved?  

· Is the Aim Statement in line with the departmental and organizational goals?  The stronger the correlation the greater impact it will have.

· Can it be accomplished with the resources and support available?

TIMELY

· Is the magnitude of the Aim Statement appropriate for this team?

· Can the team accomplish all the steps needed in the time allotted?

Meeting Two

Pre-Work

· Review Meeting two tools and templates 
Purpose/Goals

· Estimate causes for implementation failure

· Determine system causes

Objectives

· Finalize AIM Statement

· Diagnose Causes of failure, and steps to success

· Develop a cause and effect diagram

· Baseline metric determined, agreed upon and created

Meeting Two Agenda-Topics/Issues or activities

I. Review

a. State what is to be accomplished 

b. Ground Rules 

c. Minutes

d. Team Roles: Member, Facilitator, Team Leader, Scribe, Timekeeper

e. Time-line

II. Finalize AIM Statement

III. Cause and Effect Diagram

a. Brainstorm Causes of failure and success 

b. Translate into actionable steps

IV. Measurement

a. Define implementation measures of success

b. Establish what communication systems need to be in place to know how implementation is going

V. Conclude

a. Required Reading Review Meeting Three tools and templates 
Note: If, after reviewing the following material for Meeting Two, you have questions please email “Create Solutions” through Lotus Notes.   A representative will contact you and assist.

INSERT MEETING TWO AGENDA 

Welcome

	Time
	

	
	Time/Date/Place

	
	Goals/Objectives


Review

	Time
	

	
	Ground Rules 

	
	Minutes

	
	Team Roles: Member, Facilitator, Team Leader, Scribe, Timekeeper

	
	Time-line


Review

	Time
	

	
	Finalize Aim Statement


Cause and Effect Diagram

	Time
	

	
	Brainstorm Causes Activity  (Use post–its)

	
	Vote (Use adhesive dots to vote)


Measurement

	Time
	

	
	Define

	
	Determine


Conclude Meeting 

	Time
	

	
	Required Reading 

	
	Review meeting two tools and templates

	
	Complete Create Solutions Database


Cause and Effect
Why are they used?

· To formulate theories about causes

· To consider the cultural impact of a proposed solution

What do they show?

· A visual picture that clearly shows factors that may contribute to the problem

· The interrelationships among possible causes

· These interrelationships are qualitative and hypothetical

What are the advantages?

· Presents clear visual picture

· Maps interrelationships

· Systematic structured process

· Stimulates creativity

What questions should be answered when completed?

· Who?

· What?

· When?

· Where?

How are they constructed (steps)?

Step 1: Define clearly the symptom or effect

Step 2: Place the symptom at the right end in a box

Step 3: Use brainstorming approach to identify causes

Step 4: Sort into major categories (5 P’s) or other natural categories

Step 5: Add causes for each main area on lines connecting categories 

What are the 5 P’s of Service? 

· People (employees)

· Provisions (supplies and equipment)

· Procedures (policies and Standard Operating Procedures)

· Place (environment)

· Patrons (patients)

Cause and Effect Diagram
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Diagnosing the Root Cause – Understanding the Connections

Before you return to your group meeting you will want to think about the causes of the problem that was presented to you in the first meeting.  As a group you will map a cause and effect diagram.  Prior to the meeting, answer as many of the questions below as you can.  Recommended references on the Create Solutions tool site - Seven Ways to Find a Great Cause, Evaluate Your Metric   
1. What are the systems of causes that get in the way of the ideal?

________________________________________________________________________________________________________________________________

2. How can the crucial causes be validated by the measurement or by surveying?

________________________________________________________________________________________________________________________________

3. Are the causes within the teams influence or control?

________________________________________________________________________________________________________________________________
4. Are there other areas, upstream or downstream, that are effected and by how much?

________________________________________________________________________________________________________________________________
5. What are the methods available to produce more information about the problem?

________________________________________________________________________________________________________________________________
6. Can the problem be broken into smaller more predictable components?

________________________________________________________________________________________________________________________________
7. What new thinking or perspective might represent a breakthrough?

________________________________________________________________________________________________________________________________
Determine Measurement

An important step to determine if your solution is successful is the data that is collected on the front end of the project.  It is the team’s responsibility to determine the measurement and show that the solution has improved or eliminated the problem. 

NOTE:  It might take multiple metrics to arrive at the proof that success was achieved.  For example, assume your team is tackling an unfavorable score on an employee opinion survey.

Step 1:  Check the survey item chosen for specificity – Does the survey response lead to a single course of action.  Could it have multiple meanings?  If so, continue to step 2. 

Step 2: Identify further questions for clarity along with the original survey question:

· Re-survey staff (anonymously) asking for additional comments as to why they scored the question the way they did.

· Or add additional questions to help clarify or give additional insight to help build the solutions.
Example:
74% rated it is not safe to say what you think around here.

What might be causing incorrect assumptions?  Scale 1 to 5

1. No common method for Clarification

2. Training / Education

3. Memos / E-mails are not clear

4. No time to learn communication styles

Step 3:  After the team has isolated the central cause(s) to the problem, the team needs to determine the measure(s) that will show whether the problem has been fixed.  Remember poor or incomplete measurement leads to poor conclusions.

NOTE:  If the baseline metric is not reflective of the output, then the team will need to design more specific measures to be rerun at a later time.

Step 4: Determine how the data will be collected.  If it is a survey question, validate if the question is clear with multiple people.  

Data collection

STEP 1:  Is it representative of the entire population?

· Try to achieve representation in your data collection.  Can all shifts be represented, job roles, taken during a typical volume or period or staffing? 

STEP 2 - Who needs to receive the measure?

· Instructionalize the form with its purpose, how to use it, where to turn it in, any codes needed.   If you are relying on humans to capture your data, make your data collection form easy to use. 

STEP 3 - Who commits to collect and report the measure and at what frequency?

· Follow-up with the data collectors often to be sure they understand what they are to collect, how important it is, and to gain their feedback as to what needs to change to make it easier or more meaningful.

STEP 4 - Review the data at the end of day one to validate that it is accurate and complete. Follow-up with those who seem confused or non-compliant?
STEP 5 - If sampling, get at least 30 to 50 samples that are random across a representative period. The more data you collect the better the accuracy.  Sometimes the difficulty or cost to collect this data may prohibit the size of a sample, but know that your reliability on this data is shaky when it is under 30. 

Meeting Three
Pre-Work

· Review meeting three tools and templates 
Purpose/Goal  

· Generate Options, Evaluate Solutions 

Objectives

· Discuss Baseline Metric

· Generate Options

Meeting Three Agenda – Topics/Issues or Activities

I. Welcome

II. Review

a. Review Aim Statement
b. Ground Rules 

c. Minutes

d. Team Roles: Member, Facilitator, Team Leader, Scribe, Timekeeper

e. Time-line

III. Review Baseline Measurement

IV. Generate Implementation Schedule

a. Brainstorm Activity

b. Vote

V. Flow-Chart

a. Process

b. Implementation

VI. Conclude Meeting

a. Required Reading 

b. Review meeting four tools and templates 

Note: If, after reviewing the following material for Meeting Three, you have questions please email “Create Solutions” through Lotus Notes.   A representative will contact you and assist.

	


INSERT MEETING THREE AGENDA

 Welcome

	Time
	

	
	Time/Date/Place

	
	Goals/Objectives


Review

	Time
	Review AIM Statement

	
	Ground Rules 

	
	Minutes

	
	Team Roles: Member, Facilitator, Team Leader, Scribe, Timekeeper

	
	Time-line


Review

	Time
	

	
	Review Baseline Measurement


Generate Solution

	Time
	

	
	Brainstorm Activity (use Post-its)

	
	Vote


Flow-Chart

	Time
	

	
	Process

	
	Implementation


Conclude Meeting 

	Time
	

	
	Required Reading 

	
	Review meeting four tools and templates

	
	Complete Create Solutions Database


Generate solution questions

Before you return to your group meeting you will want to think about generating ideas and devising a plan to overcome the answers to as many of the questions below as you can.  Recommended reference on the Create Solutions tool site - Top 10 Don’ts About Solutions
What are the three objectives of the Aim Statement?

________________________________________________________________________________________________________________________________

What is the sense of urgency for change that would be evident to all?

________________________________________________________________________________________________________________________________
What aspects of a solution will render it unacceptable to management or those affected by its implementation?

________________________________________________________________________________________________________________________________
What new (second generation) problems will be caused once a solution is put in place?

________________________________________________________________________________________________________________________________
Can a list be generated that will move from the existing to the ideal?

________________________________________________________________________________________________________________________________
FlowCharts

Process type problems typically require a map of the sequential steps to understand them.  A flow chart is a graphic representation of the nature and steps in a process. In problem solving, flow charts help the team:

· Promote understanding of a process by explaining the steps pictorially. People may have different ideas about how a process works. A flow chart can help you gain agreement about the sequence of steps. Flow charts promote understanding in a way that written procedures never can. One good flow chart can replace pages of words.

· Identify problem areas and opportunities for improvement. Once you break down the process steps and diagram them, problem areas become more visible. It is easy to spot opportunities for simplifying and refining your process by analyzing decision points, redundant steps, and rework loops.

Meeting Four

Pre-work

· Review meeting four tools and templates
Purpose/Goals:  

· Finalize Solution; Devise Implementation Plan

Objectives

· Ideal process with new solutions complete

· Create implementation plan

Meeting Four Agenda

I. Welcome

II.  Review

a. Aim Statement

b. Ground Rules 

c. Minutes

d. Team Roles: Member, Facilitator, Team Leader, Scribe, Timekeeper

e. Time-line

III. Finalize Solution

a.  Incorporate Staff & Management Feedback

b.  Finalize Flow-Chart

IV. Implementation Plan 

a. Sequence of Implementation Steps

b. Steps needed for Training/Education, People, Process, Resource Change

c. Communication Plan

V.  Conclude Meeting

a. Required Reading 

b. Review meeting five tools and templates 

Note: If, after reviewing the following material for Meeting Four, you have questions please email “Create Solutions” through Lotus Notes.   A representative will contact you and assist.

INSERT MEETING FOUR AGENDA 

 Welcome

	Time
	

	
	Time/Date/Place

	
	Goals/Objectives


Review

	Time
	Review AIM Statement

	
	Ground Rules 

	
	Minutes

	
	Team Roles: Member, Facilitator, Team Leader, Scribe, Timekeeper

	
	Time-line


Finalize Solution

	Time
	

	
	Brainstorm Activity 

	
	Vote


Implementation Plan

	Time
	

	
	Sequence of Implementation Steps

	
	Steps needed for Training/Education, People, Process, Resource Change

	
	Communication Plan


Conclude Meeting 

	Time
	

	
	Required Reading 

	
	Review meeting five tools and templates

	
	Complete Create Solutions Database


Implementing Changes
Making changes takes planning, follow-through, and cooperation.  Doing it well will increase the odds that your team will see its ideas put to good use.  Not doing it well may mean all your hard work will go to waste.  WARNING: More great solutions and valiant efforts have been aborted because of underdeveloped implementation planning.

· Good plans help your team manage its resources and time.

· Good communication helps changes go more smoothly and makes sure nothing important is missed
Implementation Plan

STEP 1:  Using the process flow-chart put each step in order by asking WHAT needs to happen next?

· Identify what you want to accomplish.

· Identify the main activities or steps needed.

STEP 2:  Go back to each box and Identify WHO (roles); WHEN (Timeline); WHERE (it needs to take place) to make change happen.

· Estimate how much time and who is needed.

STEP 3:  Try the change on a small scale.

· Look for ways to test the change with only a few people or in a small part of the work area.

· Carry out the change and check to see if it worked.

· Identify ways to improve the change.

Example Implentation


Implementation Considerations

Use these questions as prompts to convert into actionable items in your implementation plan: 

Communication Considerations

1. How was the implementation process presented to the whole staff?  Was the shared need and benefit of change convincing?

2. How does management reinforce the importance of the change?

3. How do you keep staff appraised of how they are doing?

4. What are the means of feed-forward communication mechanism (getting new changes out to the staff) and feedback mechanism (receiving staff input of what is and is not working)?

5. Were changes made real time based on legitimate feedback?
6. Did the team provide a clear picture of what the change would eventually look like as it pertains to staff and customers?

7. Were there objective measures that proved the change made a difference?

Resource Considerations

1. What are all the known resources needed to make the new way a success?  What facility, equipment, information service and supply changes needed to make the process efficient?

2. Was management aware and kept appraised of any aspects that they control (authorization, reinforcement, etc.) in getting implementation

3. Were staff changes, schedule changes etc. needed to during the implementation?

4. Were the procurement/authorization lead times for the needed items included in the scheduling and sequencing process?

5. Were other departments either supporting or being supported by your area included in how the changes can be best integrated?

Policy/Performance Considerations

1. What changes had to take place in the existing policy, procedure, and performance systems to encourage the new way?

2. Were impacted employees approached and coached in how the new way will affect them? 

3. Was Human Resources brought in where applicable.  Were their time related contingencies included?

Training Education

1. Was the training effective and efficient knowledge transfer?

2. Were the handout materials easy to understand, easily accessible?

3. Was the Workplace “instructionalized” so that the needed instruction/information was fixed close to where the work was done?

4. Were their quick training tools to help new employees orient to the process?

Meeting Five

Pre-Work

· Review meeting five tools and templates 
Purpose/Goals:  

Finalize Implementation Plan and Craft Presentation for Manager Meeting

Objectives

· Finalize Implementation Plan

· Create Check and Act Stage

· Craft Presentation 

Meeting Five Agenda – Topics/Issues or activites

I. Welcome

II. Review

a. Aim Statement

b. Ground Rules 

c. Minutes

d. Team Roles: Member, Facilitator, Team Leader, Scribe, Timekeeper

e. Time-line

III. Finalize Implementation

a. Staff and Management Input

b. Assign Implementation steps

IV.  Check

a. Measure Outcome of Solution 

b. Measure Outcome of Implementation

V. Act

a. Finalize Solution

b. Lessons Learned

VI. Craft Presentation

a. Presentation Template

b. Report

VII. Conclude Meeting

a. Practice Presentation

b. Manager Presentation Date

Note: If, after reviewing the following material for Meeting Five, you have questions please email “Create Solutions” through Lotus Notes.   A representative will contact you and assist.

INSERT Meeting FIVE AGENDA 

 Welcome

	Time
	

	
	Date/Time of Meeting

	
	Goals/Objectives of the meeting


Review

	Time
	Review AIM Statement

	
	Ground Rules 

	
	Minutes

	
	Team Roles: Member, Facilitator, Team Leader, Scribe, Timekeeper

	
	Time-line


Finalize Implementation

	Time
	

	
	Staff and Management Input 

	
	Assign Implementation Steps


Check

	Time
	

	
	Measure Outcome of Solution

	
	Measure Outcome of Implementation


Act

	Time
	

	
	Finalize Solution

	
	Lessons Learned


Craft Presentation

	Time
	

	
	Presentation Template

	
	Report


Conclude Meeting 

	Time
	

	
	Practice Presentation 

	
	Set Manager Presentation Date

	
	Complete Create Solutions Database


check & Act

Study the Results  Recommended references on the Create Solutions tool site: Conducting Before and After Measurement
CHECK the Implementation
· Can these results be verified?

· Have you collected enough data to determine if the new process is stable?

· Check the results against the outcome measures identified early in the project; was the intended level of improvement attained?

· Who should collect the data and to whom should it be reported to maintain its effectiveness?

ACT 
Implement and Evaluate
· Was the pilot study successful? If yes, how will you implement the solution throughout the organization?

· If the pilot was unsuccessful, where was the breakdown; is it in the implementation phase? Is it in the diagnosis of root causes?

· If there are other root causes, repeat the Plan phase.

· Once successful solution is implemented throughout the organization, is there a need for additional improvement? If yes, begin PDCA again.

· How is the solution open to new input?  Is it ‘evergreen’ to adjust to changes in the environment?  

· How fast does it detect and correct needed changes?

Manager and Team lead Meetings

Why and What: Manager and team lead must be on the same page in terms of support, direction and feedback for a team to form and produce significant results quickly.  The following guide was designed to engage a shared understanding between management and facilitator of an employee survey response project team.  It follows the steps of Plan-Do-Check-Act.  

How and When: The post team meeting questions are tailored to reflect on progress from the previous meeting, open dialogue and dissolve assumptions between management and team lead.  It prepares both team lead and manager to work effectively together toward the team’s success. 

Manager and Team lead Meeting One

MEETING ONE

What should be accomplished?
· Understand the attributes of a high-performing team. 

· Assign roles in the team 

· Define Problem

· Build Aim Statement

Project Content

Points of clarification – Aim Statement complete

1. Does the AIM statement align/cover with the desired deliverable from the GAP Analysis?

2. Do the objectives specify the key aspects of what needs to be accomplished?

3. Would there be benefit in reviewing or validating these objectives with other staff members?  Either to gain additional insight or to knock out suspicion from the rest of the work force?

4. Are the team members clear on the essence of the project goal? Are they clear on their assignments?

Group Dynamics

1. How is the team forming?  Are they clear on coming up with a team solution? 

2. Were you able to get them all to participate in the meeting input or outcome?

3. Is there any assistance needed in working on reluctant or lone ranger team members?

4. Do members’ assignments prepare them to be better equipped to produce at the next meeting?  What are they?

Facilitator Preparation

1. What do you have planned for the next meeting?

2. Have you followed up with the team member assignments?  Are they clear on what they are to do?  Do they need any help?

3. What’s you next icebreaker? Do you need any assistance in brainstorming?

Note: If, after reviewing the material, you have questions please email “Create Solutions” through Lotus Notes.   A representative will contact you and assist.

Manager and team lead meeting two

What should be accomplished?

· First assignments should have been completed

· Greater participation, volunteering, clarity around team purpose 

· Cause of the problem identified, tested or measured

· Baseline metric defined, measured

Project Content

Points of clarification – Diagnosing Causes

1. Did the team cover all the causes (breadth) from management’s perspective?

2. Were the details of causes (depth) specific enough to point to a more successful implementation?

3. Is there a sense of relative importance between the causes…how do you know and is it value added to collect data? 

4. Would it be beneficial for team members to validate their conclusions with staff for reasonableness or buy-in?

5. Is the deployment of how and what to take for baseline data collection clear, consistent and validated for compliance?

Group Dynamics

1. How is the team forming?  

2. Differences being handled on a quick, constructive manner?  

3. Are there independent agendas that need to be changed?  
Is management reinforcement needed?

4. How is the respect and trust level among the team members doing?

5. Do members’ assignments prepare them to be better equipped to produce at the next meeting?  What are they?

Facilitator Preparation

1. What do you have planned for next meeting?

2. Have you followed up with the team member assignments?  Are they clear on what they are to do?  Do they need any help?

3. Has there been difficulty in managing the group process (facilitator role) and not getting entangled in the content of the team’s output?

4. Are you giving input on their group dynamics that are helpful and hurtful and asking for commitment to work bettering them?

Note: If, after reviewing the material, you have questions please email “Create Solutions” through Lotus Notes.   A representative will contact you and assist.

Manager and team lead meeting three

What should be accomplished?

· Review the progress of the baseline metrics

· Determine the significant causes to focus on 

· Generate options to affect desired impact

· Baseline metric defined, measured

Project Content

Points of clarification – Generating Options, Validating them with the Staff.

1. If the solution is a process, did the team flow chart the process to gain clarity on what is and what needs to be?

2. Does the solution derived impact other departments, or require other departments to change to be considered a success?

3. Are there management perspectives the team needs to consider?  

4. Does management have the resources and influence to fully support its implementation?

5. Are there smaller impact options that have a better chance of implementation?

6. What would you add as a consideration to the solution?

Group Dynamics

1. Is the team beginning to work collectively together as one?  

2. Is there less time spent on talking about the problem and more generating solutions?  

3. Do all in the team members realize the importance of completing assignments and working together as a single unit?

4. Are you better at drawing out the silent members and toning down those that love to talk?

5. Do find you are guiding them more through the process and less in crowd control or adding to content?

6. Do you recognize more of an inquiry mentality toward the team?

Facilitator Preparation

1. What do you have planned for next meeting?

2. Have you followed up with the team member assignments?  Are they clear on what they are to do?  Do they need any help?

3. Have the team informally tested the solutions with the staff?  Both for input and for implementation considerations?

4. What are things that can hand more of the responsibility of presenting and selling the solution to the team?  
Note: If, after reviewing the material, you have questions please email “Create Solutions” through Lotus Notes.   A representative will contact you and assist.

Manager and team lead meeting four

What should be accomplished?

· Solution drafted and tested (or at least validated)

· Considerations for upstream and downstream areas known and incorporated in the solution 

· Solution is 80% developed

· Implementation and communication plans created

Project Content

Points of clarification – Refine Solutions, Devise Implementation and Communication plans

1. Did they come up with a tight business case for their solution?

2. Did they decide the best time to take their post implementation measurement?

3. How are they going to work with the challenge of change to the workforce?  

4. Does the plan minimize the negative impacts of positive change?

5. Can management whole-heartedly back this plan?

6. Are there timing environmental factors which will make implementation easier or more successful?

Group Dynamics

1. Is the team close to self running, needing very little intervention from the facilitator?  

2. How can you help the team members leverage off their differences?

3. Is the team seeking agreement more quickly than in the past?  How are you facilitating this process?

4. Are the team members pretty much together on their solution?

5. Does the team have a sense of identity?  
6. Is its battle cry: It’s us vs. the problem!
Facilitator Preparation

1. What do you have planned for next meeting?

2. Have you followed up with the team member assignments?  Are they clear on what they are to do?  Do they need any help?
3. Have the team informally tested the solutions with the staff?  Both for input and for implementation considerations?
Note: If, after reviewing the material, you have questions please email “Create Solutions” through Lotus Notes.   A representative will contact you and assist.

Manager and team lead meeting five

What should be accomplished?

· Presentation completed, staff prepped for its delivery.

· Implementation and communication plan complete 

· Preliminary dry run made to management.

· Management, facilitator, team and workforce readied for sustained change.

Project Content

Points of clarification – Presentation Prepared, Implementation Plan Completed 

1. Is it professional, display the PDCA output and the available before/after results?

2. Have each of the members studied for their section of the presentation?

3. Does the presentation use terminology and explanation its audience will understand?  

4. Does the implementation include allowances for mid-stream adjustment?

5. What level of management support is needed to keep implementation on- track?  Can the team induce workforce empowerment by using the need for change as the authority to put it in place?

6. How can management feedback be consolidated to better the project outcome?

Group Dynamics

1. Is the team empowered to champion the change?  

2. How do the members represent the team?  As individuals or as a single unit?

3. Does the team work in unison?

4. With just minimal guidance, are they self-propelled to achieving the solution?
5. Have you rehearsed what the team members will say when the workforce tries to disband their solution? 
Facilitator Preparation

1. Is each team member apprised of his or her role in the presentation and the implementation?

2. How will you direct unanticipated decisions back to the team?

3. How can the team become more self-directed?

4. How can you back out of the need to support the team?

5. How can the change be sustained over time?

Note: If, after reviewing the material, you have questions please email “Create Solutions” through Lotus Notes.   A representative will contact you and assist.

Icebreaker/Game Site http://www.humanpingpongball.com/

ICEBREAKER 1  


Change 3 Things

Purpose – Ever had one of those lulls in a presentation where your audience is just sitting there with low energy.  Or you want to show the audience how unsettling, yet fun, change can be.  Here you go.  This tool is guaranteed to get them up laughing AND provide a profound lesson on the dynamics of change if they are willing to apply it.

Objectives 
1. Gear up an understanding around change.

2. Raise the energy level in the room.

3. Push people out of normal and into creative

Materials  None.  Participants from two to hundreds
Procedure
1. Ask them to pair up with someone about their same size (the size has no meaning, it just gets them up with someone they didn’t walk in with)…threesomes are okay too.
2. After most have found someone, tell them to face each other and study the person across from them (pause for 10 seconds)
3. FIRST: Now turnaround, change three things about yourself, turn back around and see if you notice what three things your partner changed. 
4. Give them a few minutes and as the bulk of them appear complete, SECOND: ask them to turn around and change three more things (usually there is groaning like this is impossible) then turn around and spot them.  Call out some funny things you are noticing
5. THIRD: Finally have them repeat a third time (tell them this is the last time)…Change three more things. (usually clothes start moving, shoes put on wrong feet, pant legs rollup as they reach for three last things)

Debrief: Did it get easier or harder each time?  Did you get more creative as you went along?  Did you look different at the end than in the beginning?  Did anyone think of exchanging an article with the person next to them?  Did anyone use a facial expression as a change?  How much time did you spend resisting the change versus doing the change?  Was it fun?  This debrief can parallel any emphasis on change the group is about to undertake.  And the more the audience participates in feelings, lessons and parallels from the exercise, the greater its impact.

ICEBREAKER 2

Harnessing Conflict

Purpose:  Prepare the team for conflict by surfacing and distinguishing between its natural destructive and beneficial nature.  Exercise requires individual thinking, collective consensus and a team agreement to channel conflict toward the common good.

Time:  8 to 10 minutes

Directions:  Assign a time-keeper and tell the team they have 8 minutes to complete this task.  We have a need for speed here.  Bark out Start/Midpoint and Stop of each 

1. On Post-its or slips of paper (2 minutes)

Individually list 

· 3 Aspects of Conflict that are Destructive (one per post-it/slip)

and 

· 3 Aspects of Conflict that are Helpful. (one per post-it/slip)

2. Quickly go around the table sharing the good, the bad and the ugly of conflict. (4 min)

3. FAST: Collectively get up and arrange the slips/post-its into the Top 10 Do’s and Don’ts of Harnessing Conflict (2 min)  

· eliminate duplicates, merge two, add new ones, select the best and cull the rest.

4. Finalize your Top 10, Ask “Do we collectively agree to endeavor to employ these?”  (1 minute)

· Hand to the scribe to be typed and printed for each of the team member.

Keep it handy to remember conflict is a natural part of being different and it can actually grow us if we use it correctly.
ICEBREAKER 3

Cartoon Qualities

Overview:  Icebreakers need a right-brain left-brain exchange to be sure both side are talking to each other.  Here is an icebreaker that helps team members to get to know what each bring to the table.  Duke Rohe drohe@pdq.net 
Objectives:

1. See what each bring to the team

2. Remember your childhood and add fun into a team meeting

3. Raise awareness of all the qualities needed for a healthy team

4. Kick start the meeting with right-brain “creactivity”

Time: 15 min to instruct, plan, draw and debrief.

Material:  One sheet of flip chart paper per team member or 8 ½ x 14 sheet for a small team), at least one color marker for each team member.

Participants: Team members can do this individually or they could pair up and pick a Cartoon character collectively.

Procedure:

1. Introduce the exercise with something like ‘The success of this team will be decided by how well each of us know and rely on each other’s strengths. This fun exercise will help us to see our collective power.  It may cause some of us to move out of their comfort zone for the sake of the team.  It’s a 7-minute exercise so listen well…

2. Plan

· Tell them to think of at least four qualities they bring to the team.

· Now reflect back to their childhood and think of a Cartoon character that best represents these qualities.  This might require a force-fit.

3. Draw

· On flip your paper make a poster of their Cartoon character along with their team member qualities.  

· Draw the Cartoon character, title it (for recognition) and list the team member qualities.

4. Call out remaining time at the 5, 3, and 1-minute marks.

5. Showtime!  Go around the table sharing your artwork and qualities, complimenting them on their fine drawing. 

6. If the team members know each other, encourage them to add to the list of qualities they see in the individual or the Cartoon character.

7. Debrief by complimenting all their Looney Tunes.  Bring it together by saying it is knowing each other and relying on each other that will move this team to be great.  It takes all the given qualities to help us achieve the team’s goal.

Abdee-abdee…That all folks!

ICEBREAKER 4

“What if-UP” 

This is a playful way of clearing the cobwebs in order to think of the way it could be.  

How to Play.  Define a problem, process, vision, or anything else you want to blue-sky thinking on, then ask the participants to ‘What if-up” it.  If it is really working, each successive person tries to ‘What if-up’ one better.  Sort of with a ‘Oh, yeah, take this’ attitude.  It’s a creative clever frenzy!  After the ‘What if-ups’ are written, then they can be processed by asking, why not? or asking what would it take to get all or part of this in place.  As my ‘thinking’ buddy Rolf Smith put it “The way it is…is in the way”.

Tell them they have just 5 minutes of “What if-UPs” on the attacking what’s in the way of achieving great improvements.
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