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THE ART OF FACILITATION

Orientation  April 6, 2002

Reason and judgment are the qualities of a leader. ~ Tacitus

Facilitate:   to make easier or less difficult; to lessen the labor of (a person); to free from difficulty or impediment; to assist.

Author Ingrid Bens, in her book Facilitating with Ease (p. 7), says

“Facilitation is a way of providing leadership without taking the reins.  As a facilitator your job is to get others to assume responsibility and to take the lead”  

In businesses and organizations today, the idea of using a neutral third party to manage and improve meetings is taking hold.

This facilitator offers the participants of a round table or group discussion - structure and tools…and

supports the participants identifying their own goals and developing their own action plans.

This is not exactly the scenario we have in our organization…

but so many of the techniques and suggestions do apply.  

A facilitator could be 

a neutral third party or

a leader of the organization

or a member of the organization.

You fit into the leader category.   There are advantages and disadvantages to this position…

· the most valuable advantage is that you know the issues and the resources

· you are probably comfortable with the members of the group…

· and may even know some of the strengths and weakness of the programs in their states. 

Disadvantages could be that 

· you may not automatically given credibility as a facilitator

· facilitating- as opposed to informing – may not be part of your leadership style.  If you have just been a state president, it may be a different role for you.

When will they be facilitating?

Round table discussions in June

Who will be at your table?

· Most will be state program chairs from your assigned states and you will have written notes in May.  

· Some may be state delegates assigned to your session.  They will be taking back the information they get from your round table discussion.

· Maybe some state execs.

Other possible facilitating opportunities

· To some extent, calls to state chairs in Aug or Sept 

· Committee chairs will be leading roundtable at confluence

What does a facilitator do?  
· A facilitator establishes format for the round table or group discussion

· If have introductions, make brief….limit answer to one sentence.  Maybe ask your state and position.

· Be assertive when necessary – we’ll talk about this in detail later

· Explain time constraints – the roundtable discussion will be held after the Focus session at 9:40am on Sunday.  Note this is different that in the past.  Starting at 8:30am, Patti will present the agenda for the coming year and then the chairs will present an overview.  You will discuss all these details in your committee meeting tomorrow.

· Take notes and follow-up 

· A facilitator defines the expectations and purpose of the session

· What do you expect to accomplish during the session?

· Will you have agenda, handouts?

· Will they be setting goals?  Getting project ideas?  Or simply passing along the information?

· You will expect that everyone has an opportunity to speak

· Goal of session ?  goals of committee?  Goals in their state? action items for participants?

· Create an environment in which members can enjoy a positive experience

· A facilitator leads and listens

· Alternate discussion time with information items

· Listen actively – for concerns and successes

Look people in the eye (seems so obvious), use attentive body language and paraphrase what they are saying.  

Also use eye contact to let people know they can speak next – or that you realize they want to speak – 

and to prompt the quiet ones to join in the discussion.

· Help members assess their needs/goals

· Foster leadership in others by sharing the responsibility for leading the group and being leaders in their states.

· Members decide on goals, make the decisions, implement the plans, and hold themselves accountable for achieving results….

The facilitator’s contribution is to “offer the right methods at the right time.”

· Although you have all the props – the materials – you are note there to “preach”.   Remind them that the agenda presented by Patti and the chairs at the Focus session are the plans of the national Alliance.  The decision of projects, how to implement , etc. are left to the states and counties.  Again, we are here as a resource!

· VERY IMPORTANT - If you don’t know the answer, tell them you will get back to them asap.  Maybe ask one of the staff or officers in the room.  

· A facilitator guides the discussion to keep it on track

Situations where you may need to intervene:

· Someone isn’t listening

· People are having side conversations

· People are interrupting

· Some is sarcastic

· The discussion is off track

 Intervening is like holding up a mirror to the participants so that they can see what they’re doing and take steps to correct the problem.  

You may need to pick and choose your battles – ie when to intervene.  Ask yourself, what will happen if I don’t intervene?

Wording is important – note “tactfully” intervene on the grid.

Here are some beginnings:

· I’d like to offer an observation

· Let’s stop for a moment and look at what’s happening here

· I’d like to describe what I’m seeing (hearing) and get your reaction

Here are some examples of specific situations:

· When everyone is silent…Everyone has become pretty quiet in the last few minutes and we haven’t had any new ideas.  What can we do to get things going again?
· When the group is dysfunctional….I’m going to stop this discussion.  I’m noticting that some of your are talking among yourselves (or arguing).  What can we do to get this discussion back on track?
· When one person dominates the discussion…Sue, you always have lots of valuable ideas, but we need to hear from other members of the group.  Would you please hold your comments until the end so that other people can have a an opportunity to be heard.
· When the meeting has totally digressed…I need to point out that we have now digressed and are onto another topic.  Is this the topic the group prefers to discuss or should we “park” this topic and return to the original agenda item?
· A facilitator includes everyone in the discussion

Crowd control!

· A facilitator Summarizes the purpose and action to be taken

· Thank group for participation

· Encourage them to continue to stay in touch and share info

And you hopefully will have contact with many of them throughout the year.  

This is the perfect time to establish rapport.  

It’s so helpful to have a face with a name. 

· Is there any feedback or action you want from them?

· Did you take notes, emails, etc to share with the group?

· Stress your accessibility and availability as a national resource.

Learn from the individuals in the group

…find out what they are doing…and what they’re states are doing…

share what you glean from the session with other members.

And most of all, enjoy your time with the group during the round table discussion.  It’s the beginning of a satisfying, successful, and FUN year.

You cannot be a leader, and ask other people to follow you, unless you know how to follow, too.  ~ Sam Rayburn
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