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Purpose Principle
ARC International

Description:
The Purpose Principle is a means of focusing on the underlying intent or
purpose of any decision, activity, proposal, etc. in order evaluate the

efficiency, relevancy, viability of that decision, activity, proposal, etc.

4 2\
Purpose:
*To turn problems into opportunities and move toward vision.

*To create a context for divergent thinking and problem solving.

* To focus attention on the essential, critical factors that

underpins daily work processes and procedures.

*To focus problem solving efforts toward end result and

underlying purpose.

*To use choicepoints, decisions, problems, as a place to

reevaluate the direction and course of the work.

Procedure:

1. Evaluate choice, proposal, and decision by asking: “What is it that we are
trying to accomplish with this course of action, choice, decision, etc.”,
“What are we trying to do?”, and “What is the underlying intent of this?”

The purpose of the proposal, decision, activity, etc. you are evaluating
can be thought of as a part of a larger system of interconnected purposes.
A purpose can be a sub-purpose of a larger, more general purpose that is
closely tied in with company vision. And it can as well encompass other

smaller purposes.

. J
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Example:
A proposal is put forth in a small manufacturing firm to invest in new
production machinery. The immediate purpose is to create a higher
quality product. But upon further examination, a whole range of purposes
and can be found to be affected by this proposal.
Some of these are as follows:

*To satisty customer wants and needs.

* To increase sales.

* To eliminate hassles and breakdowns.

*To be competitive.

*To create ease.

*To free up man-hours.

It is possible to then arrange these purposes in a hierarchy of more and

more encompassing purposes. The result is as follows:

* To eliminate hassles and breakdowns.
*To create ease.

*To free up man-hours.

*To create a higher quality product
*To satisty customer wants and needs
* To increase sales.

*To be competitive.

*To be the best company of our size and type in the country.

2. Create a hierarchy of purposes around the immediate purpose of your
solution. Your hierarchy of purposes will reflect the values and principles

that the company holds to.

3. Forget for a moment the original proposal. etc. and attend to the
purposes hierachy. Where in the hierarchy of purpose are you able to
intervene; what purpose(s) can you successfully address at this time?
Choose the largest, most encompassing purpose you would be able to

address given the resources available to you at this time.

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010



4. Determine your objectives, success criteria, performance measures, etc.
with regard to this underlying purpose you have chosen to work on. How
will you know when you are actually reaching and satisfying that purpose?

Create a list.

Notice how examining a purpose hierarchy can shift the attention to other
purposes, and create a level of evaluation which sheds new light on a
proposal, and perhaps points to solutions in entirely different directions

than had been anticipated.

. J
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Quotes Related to Purpose

I'am here for a purpose and that purpose is to grow into a mountain, not
to shrink to a grain of sand. Henceforth I will apply ALL my efforts to
become the highest mountain of all and I will strain my potential until it

cries for mercy. —Og Mandino

If you have built castles in the air, your work need not be lost; that is where
they should be. Now put the foundations under them.
— Henry David Thoreau

If we discover a desire within us that nothing in this world can satisty, also

we should begin to wonder if perhaps we were created for another world.
— C.S. Lewis

Everyone has been made for some particular work, and the desire for that
work has been put in every heart. Let yourself be silently drawn by the

stronger pull of what you really love.— Rumi

Your daily life is your temple and your religion. Whenever you enter into it,

take with you your all. — Kahlil Gibran

Many persons have a wrong idea of what constitutes true happiness. It is not
attained through self—gratification but through fidelity to a Worthy purpose.
— Helen Keller

Human beings are not born once and for all the day their mothers give
birth to them. . .life obliges them over and over again to give birth to

themselves. — Gabriel Garcia Mérquez

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Additional Purpose Resources

Christensen, Clayton M. “How Will you Measure Your Life?” Harvard

Business Review. 2010.

Parker, Palmer ]. “Leading from Within.” Let Your Life Speak for the Voice
of Vocation. John Wiley & Sons, Inc. 2000.

RSA Animate: “Drive: The Surprising Truth about What Motivates Us.”
This animated video, adapted from Dan Pink’s talk at the RSA, illustrates
the hidden truths behind what really motivates us at home and in the work

place. We are motivated by purpose, mastery, and autonomy.

Sharmer, C. Otto. Addressing the Blind Spot of Our Time: An Executive
Summary of Theory u: Leading from the Future as It Emerges. The Social
Technology of Presencing.

Selah Leadership Tool Kit: Purpose. Jewish Funds for Justice. 2008.
Senge, Peter, C. Otto Scharmer, Joseph Jaworski, and Betty Sue Flowers.
Presence: Human Purpose and the Field of the Future. 1st ed.

New York, NY: Doubleday. 2004.

Steve Jobs Commencement Speech at Stanford University. Stanford

Report. 2005.

TED Talk: “Simon Sinek: How Great Leaders Inspire Action.” 2010.

PURPOSE ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010

5




VISION

[
[L
L
~ /Y
e 1% S S S\
30§ ‘\\ T J J O
RS TSR TGN
N s Wty S A/ EN
< S TN 0 17
eSS SIS Al 0
SRR AITE AN
OO 207 NEC AT

J
‘c

(=

17

N

WO\

%S
R NN

9 X IR AR ANETS

= RS VSN 0
S : ~:=~

'\\“ ST &%
LICOSILNEVHK LT
RAKPAI AL
B WPl ay
PONEX TR KNER

iy
o
(>
s
75
45
]
7 /‘}
485
ﬁ’v‘q

Q

Styy
LR

N

S
12
{Z

i
A

{/
h)
5

»
S8
K&
/o
vz‘.:
N

RS
Ay,
=V

R\
%
[/

N
%

00 i
lq,‘
3
£y

J
o
By,

{

sy
[/
s
/7
4y a!'
S AT
<7
QD

1L SR
RO
O TIN U S
ORISR
RO,

-
'l
S
S|

N,
a S5
g

.

PR,
5
LI
S SN

V4

/]
q
) 1
S

(38

Aé@‘

U A
1
[
=
7

S
™~

ﬁll
Lz
\_/

Rockwood

LEADERSHIP INSTITUTE
WWW.ROCKWOODLEADERSHIRORG






Some Thoughts on Vision
Robert Gass

The word “vision” was rarely used in organizations before the mid-
80s. It’s now used so often there is sometimes a nausea factor when
the prospect of visioning is mentioned. It remains, however, of
critical importance for leaders and for their organizations.

An individual may get by with intuitively knowing and feeling their
vision, without being explicit. Organizations will not be successful
without one. All too often, people within groups are working off
unclear or diverse pictures of what they are trying to create.

In Bolman’s review of all leadership literature & studies, vision was
the only consistent leadership quality identified by every source as
critical. In the book, Built to Last by Collins & Pouras, we read:

“The one universal requirement of effective leadership is to
catalyze a clear and shared picture of the organization and to

secure commitment to and vigorous pursuit of that vision.”

4 )

What is a vision?
* a compelling vision of the future
* a credible and attractive view of what’s possible for an
organization
* an organizing and unifying guide to what the

organization wants to become
* an inspirational focal point for the spirit of the
organization and those who work there

. J

There are many different words that are used in this territory, that have
helped to create considerable confusion around vision: purpose, mission,
strategic intent, vision, and values. There is even confusion between

strategic planning and vision.
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The model popularized by Collins & Pouras in their best-seller Built to
Lastis a thorough and useful framework for looking at vision. It is
described in the handout “An Effective Vision: Elements” in your binder

in the section on Vision.

Visioning creates the context for strategic planning and should always
precede it sequentially. Strategic planning will not be effective in the

absence of a clear and shared vision.

Leaders often know the vision— they feel it in their very cells of the body.
It is often difficult for them to understand that others may not get it. They
try to communicate their vision, but the process of building a vision is as
important as the product itself. Visioning is an experience of the heart, as

well as the mind.

4 2\
Visioning is an experience of the heart, as well as the mind. It
isa significant emotional and spiritual experience for a team or

organization that:

* creates a powerful experience of unity

* heightens a commitment to the organization

* raises energy

* creates a shared understanding and ownership over

the direction for the organization

VISION

. J

It follows that the process of creating a vision should include the
participation and buy—in of those whose commitment is necessary to insure

success.

The following Organizational Vision checklist represents an ideal that no
organization will completely fulfill. But it makes clear the vital importance
of vision to success. Because an effective vision is as much a state of being
as a set of words, it follows that the experience of visioning must be

renewed.

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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4 )
Especially as new staff comes on board, or when there have been significant
changes such as rapid staff turnover, a new top leader, strategic
reorientation, or substantial chances in the operating environment—

re—visioning may be important.

It is the translation and embodiment of vision into the living fabric of an

organization and its people that is meaningful, not the words on the paper.

Much visioning work has failed to acheive its potential to:
* poor facilitation
* lack of understanding and/or commitment from leadership to the
process and to staying the course

¢ lack of follow—through

Too many efforts have ended up as slogans in a brochure or pieces of paper
that no one looks at. The remedy is to take visioning seriously, and to do it

well.

. J
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Qualities of Good Visioning
Robert Gass

Inspiring: The vision is worth committing your time and life force. It
means something. You feel passionate about it. It gives you energy to do the
day-in, day-out work. And the vision inspires others when they hear you

communicate about it.

Clear: The vision creates a clear picture of your desired results. It can serve
as a useful template or criteria against which to create goals and evaluate
your progress. Others, when they hear your vision, also get a clear picture
of where you are going, and can see how they might be able to join with

yOll.

Credibility: A vision should stretch the sense of what’s possible in the
present, so that it pulls us into a new and better future. It may challenge our
beliefs and paradigms. But it must also ultimately be believable, for if the
stretch between current reality and the imagined future is too great, it can

weaken credibility and commitment.
Commitment: You are fully committed to this vision. You didn’t choose

this vision because it seemed like a good idea or the right thing to do.You

own it. You embody it. You will do whatever it takes.

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Organizational Vision Checklist
Robert Gass
To what extent are the following conditions present in your team or
organization? Rate the following statements 1-10 by circling a number:
1. People in the organization are passionate and enthusiastic about what the
organization is doing & where it’s going.
1 2 3 4 5 6 7 8 9 10
not at all completely
2. Those who work here feel like they’re all heading in the same direction.
1 2 3 4 5 6 7 8 9 10
not at all cornpletely
3. If asked, every person, regardless of their position, could give a 1-2
minute accurate description of your organization’s purpose, vision, mission,
and chief strategies for achieving this mission.
1 2 3 4 5 6 7 8 9 10
not at all cornpletely
4. People in the organization regularly and effectively use our vision/
mission as a guide to planning, setting priorities, and all important decisions.
1 2 3 4 5 6 7 8 9 10
not at all cornpletely
5.There is such alignment around vision, that significant decisions do not
trigger different assumptions about the organization & its direction.
1 2 3 4 5 6 7 8 9 10
not at all cornpletely
\_ %

VISION
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VISION

6. There is strong alignment and consistency between the avowed purpose/

vision of the organization and its programs, skills, and financial priorities.

1 2 3 4 5 6 7 8 9 10
not at all completely

7.The external world: potential donors & supporters, the media, allies and
adversaries have a clear and compelling picture of the organization, what it
stands for, why it’s important, and what distinguishes it from other similar

groups .

1 2 3 4 5 6 7 8 9 10
not at all completely

8. People in the organization are clear about its core values. It is obvious
when “off” behavior occurs at an individual or group level, and leadership

holds itself and the organization accountable to these values.

1 2 3 4 5 6 7 8 9 10
not at all completely

9. People throughout the organization understand and feel connection

between their daily tasks and where the organization is going.

1 2 3 4 5 6 7 8 9 10
not at all completely

10. Our vision is relevant to and resonates with contemporary conditions in

the world & society.

1 2 3 4 5 6 7 8 9 10
not at all completely

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Magazine Article
Robert Gass

Purpose:
*To help groups create a vivid description of their shared future
*To raise energy for visioning
*To quickly sample levels of agreement within groups around their

picture of the desired future

Size of Group:
* No more than 6-7 per Working group

* Break up larger groups into sub—groups of 5-7 people

Instructions:

Notes to facilitator:
* It is reccommended doing the Future Travel guided imagery
immediately before this exercise. No debrief required.
* Pre-select (in consultation) the magazine in which the organization

would most like to be the cover story of in 2-3 years.

Groups are to work as if they were an editorial board writing a cover story
of the chosen magazine. The story takes place 2-3 years in the future, and it
is all about the great success of your organization. Output from the group

should include the items listed on the following page.

Debrief:
If there is more than one group working, first have them report back to the
whole group. Both the output of the exercise and the experience of Working

together can be discussed.

Groups will usually require 1.5-2 hours for this exercise. The nature of
the task will be greatly affected by how much agreement exists within the

group around the desired future.

VISION
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Magazine Article Format
Robert Gass

Title of the article:

Opening lead story; the ‘hook’:

Main bullets (the few words in bold print that identify chief points in the

article)

The big breakthrough (that really ensured your success)

Photo graphs:

VISION ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010 8



Future Travel Exercise
Robert Gass

Purpose:
* As part of a visioning process, to help people create a vivid image

of the future they want to create.

*To help people get past the attitudes and real & perceived obstacles

that sometimes makes it hard for us to dream.
*To create energy for visioning.

Set Context for Participants:
¢ In order to get past the attitudes and real & perceived obstacles that
sometimes makes it hard for us to dream, it is often to helpful to take

ourselves into the future and look backwards.

*We will be using a technique called guidecl imagery to assist us in

cloing this.

*You will be closing your eyes and relaxing. I will suggest a series of
images for you to see. Trust and work with whatever pictures, senses,

feelings and thoughts arise in response to my suggestions.

* In this brief guided imagery, we will all travel (choose: 1; 2; 3)

years into the future, a future in which our vision has been realized.

Guided Imagery

Notes to a facilitator:
* Make sure to leave adequate space after each of your suggested
images. Try to follow along with imagery yourself, so you can get a

sense of how much time to leave.

* If possible, dim the lights a little. Some very soft, neutral music in
the background is sometimes good—especially if there’s backgrouncl

noise.

* Have people close their eyes.

N
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Guide people in taking a few deep breaths and relaxing, feeling their body

settle into the chair.

“See a desk calendar, each page showing one date. See today’s date. And now
watch the pages, turn, one by one...through the end of this year... and next
year, month by month...and the next year... until we arrive at 3 years from
today. It is 3 years in the future, and our vision has really happened. All those
things we are working for have come to pass. Our highest hopes have been

realized. .. how we really want it.”

What do you see?
o The impact of our work in the world
o The specific results we have created
o The way our programs have grown and developed
o And what has rippled out into the world from our activities
o See the lives of people being touched by our work
o See the size of our organization, and some of the new people who

have been attracted to our work

Take a tour through our workplace or organization. ..
o How is it working?
o How well are people working together?
o There is a wonderful spirit in the organization...

o Our values are really being lived and modeled.

Listen—you can hear conversations taking place.
o What are people who work here saying about our success?
o And what are others who know us saying: board members? Donors

& supporters? Allies?

How do you feel about your work?
o Can you say yes to it fully? Is this what you really want to see for
our organization?

o If not, what else would you change or add?

Right now, you are the artist of our success. Fill in the detail.

o Make it really what you long for.

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Now imagine a cover story in a magazine on the success of our work.
o Which magazine is it?

o What is the title of the article? And the picture or graphic on the

cover?
Debrief
1) Have people share in pairs.

* Take 3-4 minutes each way. The listener can ask questions to

draw his/her partner out, but be a good listener. Then switch roles.

* The speaker should talk in the present tense, e.g. “I see 250,000 members,

all actively engaged in somehow supporting our campaigns.”

2) Share highlights in a big group.

J

VISION
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What’s a “10”?
Robert Gass

Purpose:
To stimulate thinking about what’s possible.

Technique:
1) Define the area of group or organizational life to be evaluated.

e.g. Teamwork, marketing, financial reporting, recruiting, etc.

2) Ask the group to evaluate, 1-10 (1= low; 10= high) current reality.
e.g. Please assign a number, 1-10, how effective is our current marketing
and PR?

3) Post on a flip chart all of the numbers, so the group can see the

distribution of responses.

4) Now ask the group, “Why did you give that number?”“What specifically
were you thinking of that added up to a7’ or a‘5’?”

Write down key words on the flip chart.
e.g. “No clear market place identity.” “Low response rates to direct mail

campaign.” “Declining visibility in the media.”

5) Next ask the group to imagine a ‘10’. Then have them call out the

characteristics they associate with a ‘10,
e.g. “Nationally recognized branding.” “Highest return on direct mail among

all environmental organizations.” “Stories in major Weekly news magazines

and on network television.”

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Example Vision Statement of Actual National
Environmental Group

Values
At Example Org, we are always striving to live and promote our share
values while remaining mindful for our legacy and tradition. We are
committed to:

o Courage

o Being bold and gutsy.

o Challenging the abuse of power.

o Being willing to stand alone, to lead the way.
Democracy

o Promoting fairness, justice, and equity.

o Practicing and encouraging diversity.

o Empowering people.

o) Inspiring courageous participation.
Innovation

o Being insightful and smart.

o Staying cutting edge.

o) Remaining creative yet practical.

o Being focused yet flexible.
Integrity

o Being credible and worthy of trust.

o Consistently demonstrating moral clarity without compromise.
Respect

o Showing respect for nature.

o Showing respect for people.

Purpose:
Example Org defends the environment and charnpions a healthy and just

world.

Mission:
In the next five years, Example Org will serve as a leader among world
environmental organizations by creating high-impact breakthroughs in:
o Building a more influential and effective organization
o) Reining in corporate influence.
oTransforming economic systems.

o Elirninating environmental health threats.

VISION
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Quotes about Vision

To accomplish great things, we must not only act but also dream, not only

plan, but believe.— Anatole France
Without leaps of imagination, or dreaming, we lose the excitement of
possibilities. Dreaming, after all, is a form of planning,

— Gloria Steinem

When I dare to be powerful - to use my strength in the service of my

vision, then it becomes less and less important whether I am afraid.
— Audre Lourde

To unpathed waters, undreamed shores!— William Shakespeare

Use your imagination not to scare yourself to death, but to inspire

yourself to life. — Adele Brookman

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010

14



N

Additional Vision Resources

Elements of an Effective Vision. Adapted from “BuildingYour Company’s
Vision”, Collins and Porras by Randall Alford and Leslie Sholl Jaffe.

Porras, Jerry and James C. Collins. Building Your Company’s Vision.

Harvard Business Review. September—October 1996.

J

VISION
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Current State/Desired State
Adapted from ARC International

)
< P
é éﬂ?‘ \oe‘c
CURRENT STATE <<§) 0&&0
(Today’s Reality) CHANGE PROCESS Q)%\% 644’5
(how we will get there) e @"44
* Vision, purpose, values &

* Attitudes, habits, behavior
* Strategies, structures, skills

This model illustrates:

* The creative tension/ gap between current reality and identified goals
* How the change processes can build a bridge between the two

*The key elements required —as an organization and as individuals for

accomplishing the transformation.

The model points out the fact that enduring change is not just an
adjustment of or a tinkering with the system, but a real and significant
journey. This doesn’t mean that the “current state” is somehow discounted,
devalued or rejected; it is in fact a part of the transformation — the initial

foundation upon which all efforts must build.
At the same time, an understanding of the current state without a strong

vision of what could be tends to reinforce the status quo and produce little

creative tension for change.
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Tools for Creating Picture of Current State
Robert Gass

In building a clear picture of current reality, groups and leaders may
have to:
* Help people to feel safe to tell the truth.

* Break out of the box of organizational myopia.
Here are some proven tools:
1. Dialogue within the organization.

* Create contexts that promote deep listening.
* Make sure people feel safe from retribution.
* Create clear expectations about what will (or will not) be done in

response to data.

2.Gathering data from stakeholders (clients, customers, employees, other

institutions, vendors, potential allies, interested parties).

* Interviews (face to face or telephone).
* Focus Groups.

* Questionnaires and surveys (provides anonymity).
3.Gathering data from the external world.

* Benchmark organizational performance against best practice
standards.

* Interviews (face to face or telephone).

* Questionnaires and surveys.

* Send people or teams out to do site visits.

* Hire consultants.

* Convene group of “friendly” experts to give feedback.

Participating in building a shared picture of current reality can release

stuck energy in an organization and create momentum of change.

N
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Force Field Analysis
Adapted from ARC International

The Force Field Analysis is a simple but elegant planning tool. It is used to
assess current state reality, as a step in planning how to get to our desired

state.

The analysis may be used as an individual planning tool, or to focus a team

process.

The force field diagram is a representation of current reality as a
homeostasis created by the pressure of already existing forces driving
toward the change we want, in dynamic interaction with existing forces

that are restraining this change.

When we want to create change, it is often our instinct to add more and

more force to push in the direction we want.

Part of the beauty of the force field analysis is that it invites us to

examine those forces in the way of change. If we can mitigate or remove
some of those restraining forces, the already existing forces for change will
move us towards our desired state.

How to Conduct a Force Field Analysis

First, list all the forces currently at work moving towards your vision.

Then, list the forces that are impeding or working against your vision.

Include in your analysis three levels of forces:

1) personal: those forces (for or against change) within yourself
2) organizational: those forces within your organization

3) social: those forces within the larger socio-political environment
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Force Field Analysis
Adapted from ARC International

List Driving Forces List Restraining Forces

. J
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SWOT Analysis

A scan of the internal and external environment is an important part of
the strategic planning process. Environmental factors internal to the
organization usually can be classified as strengths (S) or weaknesses (W),
and those external to the firm can be classified as opportunities (O) or

threats (T). Such an analysis of the strategic environment is referred to as

a SWOT analysis.

The SWOT analysis provides information that is helpful in matching the
organization’s resources and capabilities to the environment in which it

operates. As such, it is instrumental in strategy formulation and selection.

STRENGTHS
An organization’s strengths are its resources and capabilities that can be
used as a basis for furthering its mission. Examples of such strengths
include:

* Strong brand names

* Good reputation among key constituents

* Good access to funding sources

* Highly developed skills (organizing, campaigning, etc.)

* Knowledge (understanding of constituency needs, political

analysis, other data)

* Highly experienced and skilled personnel

J High commitment of staff and volunteers

WEAKNESSES
The absence of certain strengths may be viewed as weakness.
For example:
* Poor reputation
* Weak access to funding sources
* High turnover; low morale among staff and volunteers
* Out of date strategy
* Poor accountability; low performance standards
* Poor internal communications

* Lack of key skills or knowledge
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In some cases, a weakness may be the flip side of a strength. Take the case
in which an organization has a large amount of guaranteed long-term
support from one or two foundations. This can be a weakness if the funders’
priorities and grant requirements become a limiting factor in the

organization’s ability to respond to changing mission-critical priorities.

OPPORTUNITIES
An external environmental analysis may reveal certain new opportunities.
For example:

* Increased public awareness

* Worsening of conditions that highlight need for change

* Improved regulatory environment

* Electoral victories

* Increased foundation funding oppor tunities

THREATS
Changes in the external environment also may present threats to the
organization. Examples of such threats include:

* Increased political power of opponents

* Unfavorable judicial appointments

° Worsening regulatory environment

* Electoral defeats

. Declining foundation funding opportunities

. J
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SWOT MATRIX

STRENGTHS WEAKNESSES
OPPORTUNITIES S-O Strategies W-O Strategies
THREATS S-T Strategies W-T Strategies

* S-O strategies pursue opportunities that are a good fit to the
*W-O strategies overcome weaknesses to pursue opportunities.

* S-T strategies identify ways that the organization can use its strengths to

reduce its Vulnerability to external threats.

* W-T strategies establish a defensive plan to prevent the organization’s

weaknesses from making it highly susceptible to external threats.

STRENGTHS WEAKNESSES

OPPORTUNITIES THREATS
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Hollyhock School Environmental Leadership
JohnTalbot

Strategic Planning Session
Part 1:
* What is strategic planning?
* Why do strategic planning?
* What are the benefits of strategic planning?
* What are the costs of strategic planning?
* What are the pitfalls of strategic planning?

*What is a framework for strategic planning?

Part 2:
*Your Workbook—Practicing the Art

Part 3:
. Readings

. Examples

. J
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PART 1:What is Strategic Planning?

* Strategic Planning is looking at the long-term future of an organization
in the context of its changing environment; the changing needs and interests

of its members, partners, and stakeholders; and its internal operation.

* Strategic Planning attempts to anticipate what may happen in the

organization depending on external trends and internal capabilities.

* Strategic Planning tends to focus on the challenges facing the entire

organization, as well as its capability to achieve its mission and goals.

* Strategic Planning focuses on imagining, creating and deciding the future
direction for the organization. It involves the inter-relationship within an
organization and may require rethinking of the fundamental mission, beliefs

and values of the organization.
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PART 1: Why Do Strategic Planning?
People choose to plan strategically for many reasons:

*The organization’s external environment is changing rapidly. People sense
that major changes will be required if the organization is to survive and

thrive.

* The organization’s members, partners, stakeholders and/or supporters
are demanding key changes. They do not like the current approach and/or

services provided. Without change, they will leave and go elsewhere.

* The organization’s long held vision and goals (e.g. growth, independence,
etc.) are not coming to fruition. People are frustrated and wondering

whether this vision and goals can be achieved.

* There is an immediate financial crunch. A major funder has decided to cut
funding significantly or move their resources elsewhere. Costs have risen

dramatically, beyond what current revenues can support.

* A new leader, typically a Board Chairperson or Executive Director, has
come into the organization. He or she wants to shake things up and develop

different directions for the organization.

* Competition has increased. Other non—profit agencies or private
businesses are threatening to take over the organization’s traditional

markets, programs and services.
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PART 1:What are the Benefits of Strategic Planning?

People choose to plan for all sorts of reasons. Here are some of the words
people use. Some are about the outcomes of the planning process and

others are about the process itself.

Outcomes:

* Develop long-term goals, objectives and targets.

* Set benchmarks to monitor future progress.

* Identify the roadmap to point out the organization’s future journey.
* Pull everyone together into a common direction or be “acting on the
same page.”

* Seek new opportunities.

* Forecast the future and develop appropriate responses.

* Influence the external environment.

* Become more independent.

Process:

* Build ownership for change and for implementing new directions.

* Encourage visioning,

* Promote learning about the organization, its environment, its challenges
and its people.

* Open up people’s hearts, minds, and spirits to new ideas and directions.
* Build a strong sense of teamwork among Board members, staff and
volunteers.

* Move away from always managing crises.

* Create more entrepreneurial mindsets and attitudes and encourage

risk—taking.
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What are the Costs of Strategic Planning?

Direct Costs:

There are direct costs in strategic planning processes: money and people’s
time and energy. Funds may be needed to rent rooms, provide food,
supply materials like flipcharts and hire a consultant or facilitator. Funds
may also be needed to ensure that people can participate, paying for
childcare or providing substitute staff for programs that cannot be shut
down. When Board members, staff and volunteers are busy people, time

may be difficult to find.

There are equally direct costs in implementing the results of strategic
planning processes. Putting in place new activities, directions and programs

again takes money and people’s time and energy.

Other Impacts:
* Strategic planning can create an environment where underlying conflicts
and frustrations among staff and volunteers, or between Boards and

Executive Directors can surface.

* Strategic planning can lead to people trying to explore organizational
questions that more properly belong to a future stage of the organization’s

natural life cycle or journey.

* Strategic planning is integrally linked to the life and work of Boards. If the
Board is not used to doing this kind of work, then it will challenge people’s

basic understanding of their roles.

* Strategic planning will usually require people to discuss significant issues
and take risks. However, many non-profit or voluntary organizations are

designed to avoid and minimize risks and not embrace them.

* Strategic planning may lead some people to leave an organization. They no
longer see themselves, or are seen by others, as having the competencies
and passions for where the organization needs to go. This can lead to more

turmoil.

J
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What are the Pitfalls of Strategic Planning?

Every few years, a new quick fix appears in the planning and management

literature.

1940s Human Relations Training

1950s Management by Objectives

1960s Decentralization of Authority and Responsibility
1970s Strategic Planning

1980s TQM-Total Quality Management

1990s Re-Engineering and Restructuring

The following pitfalls need to be avoided as organizations design a strategic

planning process that meets their unique needs and realities.

* Strategic planning can easily be divorced from staff and volunteers. The
process is undertaken by the Board and senior staff, by an external
consultant, or by a small planning task force. Staff and volunteers have

limited opportunities.
* Strategic plans can become a rigid framework, cast in stone.

* Strategic planning assumes a capacity to forecast the future:
o Forecasting is difficult in a world where change happens fast.
o It is easy to fall into a trap of practicing the future on the basis of

the trends of the past few years.
* Strategic plans can be out-of-date before the planning process is over,

particularly if the process takes a long time. The external world has moved

on, leaving the organization behind.

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010



What are the Pitfalls of Strategic Planning?

* Strategic planning tends to imply that rationality is desirable in managing

and renewing organizations. Too much rationality can be a pitfall.

o Traditional strategic planning processes can easily leave limited

space for hunches, institution, leaps of faith and passions.

o The complex dynamics of the organization (e.g., how people really
relate to each other, who has the real power and who are champions

and resisters of change?) can be missed.
* Strategic planning can separate planning from doing.

o The strategic learning planning process has no links to
implementation issues such as budgeting and resource allocation,

organizational structures and leadership competencies.

o The process ends without people rnaking personal commitments
to move forward, take on responsibilities and meet agreed upon
deadlines.

. J
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Strategic Planning Framework

What is the framework for Strategic Planning?

N\ J

PLANNING ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010 16



PART 2: Strategic Planning Workbook
“Practicing the Art”

1.Your Current Planning:
All organizations plan. The important question is: “How effective is your

planning?”

Assess your organization’s planning against the following
questions:

* Is your planning deliberate and structured or is it ad hoc and

opportunistic?

* Does your planning take into account the external trends and

challenges facing your organization?

* Does your planning take into account the changing needs and

interests of members, partners, stakeholders and/or supporters?

* Is everyone aware in your organization that planning is taking

place?
e s enough information gathered and shared?
* Are the right people involved? Is their involvement rneaningful?

* Is everyone clear about what outcomes they want from the

planning process?

A. From a review of the above questions, what do you conclude

about how you plan in your organization?

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010



2. Your External Environment:
A.What are four major trends, issues and/or developments that
may have significant impacts on your organization over the next

one to three years?

Positive: (2)

Negative (2)

B. How do you keep current on major trends, issues, and/or
developments that may affect your organization (e.g. attending
workshops, monitoring the Internet, networking, etc.) ?

C.Who do you regularly discuss and share this information
with?

D. How do you suggest keeping this as an ongoing function of
your organization?
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3.Your Members, Partners, and Stakeholders:
A.What are the ways in which your organization listens and pays

attention to the interests and needs of your members, partners,
stakeholders and supporters?

B. Do you think the above listed ways of listening and paying
attention to your members, partners and stakeholders are
adequate?

YES NO

If no, how do you think they can be improved?
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4. Your Organization:
A.What are four major trends, issues, and/or developments that
may have significant impacts on your organization over the next

one to three years?

Positive: (2)

Negative: (2)

B.How do you currently evaluate your organization’s
performance in terms of outcomes and/or standards?

C.On a scale from 1 to 5, how receptive do you think your
organization is in adapting to change?

1 2 3 4 5
Very Receptive Receptive Average Unreceptive Very Unreceptive

Please explain your answer:

D. Who are the main motivators of change within your
organization?
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E.With regard to major changes occurring within your
organization, what percentage of employees/volunteers do you
think are:

% Leaders/motivators

% Followers

% Resisters

5.You as a Leader:

A.What are three of your personal assets or strengths?

B.What are three areas that you believe require improvement?

C.What have you done over the past year to improve your
knowledge and skills?
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D. On a scale from 1 to 5, what is your:

* Desire for personal change?
1 2 3 4 5
Very High High Average Low Very Low

* Desire for organizational change?

1 2 3 4 5

Very High High Average Low Very Low

6. Your Organization’s Strategic Issues and Directions:

A strategic issue is a significant opportunity or challenge that may allow or
interfere with your organization’s capacity to achieve its goals. For example,
a major funder is reducing its contributions or memberships are declining

significantly.

A.What are two strategic opportunities and challenges facing
your organization?

Opportunities: (2)

o

Challenges: (2)

o

7. Your Organization’s Mission: Why does your organization
exist?

A.What is the mission of your organization?
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8.Your Organization’s Goals, Strategies and Priorities: What do
you want to achieve?

Formulating your strategy is thinking and creating a good game.

Executing your strategy is performing a good game.

A. Briefly describe strategic issue #1:

B. Describe one goal. What do you want to achieve in the next
year?

C. Draft three strategies to achieve the above goal.

9.Your Organization’s Strategic Assets and Barriers:
Assets: Factors Influencing the Change

A.What are two assets your organization needs to capitalize on
to accomplish its goals?
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Barriers: Factors that Prevent/Slow Down the change

B.What are two barriers that may hinder or stop your
organization from accomplishing its goals?

10. Your Guiding Principles/ Norms of Behavior:

A.What are three guiding principles that should direct your
organization’s actions in accomplishing its goals?

11.Your Implementation Strategy: Learning and Openness to
Change

A.What knowledge, skills and supports does your organization
require to accomplish its goals?
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12. Your Annual Calendar and Priorities:
You need to develop an annual action plan (calendar) based on your
priorities. This can be done Visually and used as a guide for

regular monitoring and reporting.

Remember, effective activists focus their own plans and agendas,not on the

issues and agendas of others.
A. In the past week,, what approximate percentage of time have
you spent on your own agenda (proactive leadership) versus

responding to others?

Proactive % Reactive %

Please explain your response:
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Appreciative Inquiry Chart
Adapted from Cooperrider and Srivastva

TRADTIONAL PROBLEM SOLVING APPRECIATIVE INQUIRY
“Felt Need” Appreciating and Valuing
Identification of Problem the “Best of What Is”

Analysis of Cause Envisioning

“What Might Be”
Analysis of Possible Dialoguing

Solutions “What Should Be”
Action Planning Innovating

“What Will Be”
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Appreciative Inquiry
adapted from Cooperrider and Srivasta

Appreciative Inquiry Defined...

Traditional Change Management Theory frequently focuses on “what is not
working” or the problems that a group or organization faces. The primary
focus or “lens” is directed toward what is broken. As we know from Action
Science (specifically, Double Loop Learning), the “lens” or Mental Model
that we view the world through significantly impacts the actions we choose.
Our choice of action then produces either intended or unintended

consequences .

When our “Mental Model” is focused on what is wrong, we will emphasize

and potentially amplify problems.

Appreciative Inquiry is an approach to Change Management that
challenges the above Mental Model. Appreciative Inquiry suggests a “lens”
that is focused on what is working in an organization. The product or
outcome of this process is a series of statements that describes where the

organization wants to be, based on past peak moments of performance.

This last phrase points to a key distinction between many “visioning”
processes and Appreciative Inquiry. In A.I., statements are grounded in
actual past experience and history. Thus, people are empowered to respect
past successes and to create new forms based on past patterns of

achievement.
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Underlying Assumptions of Appreciative Inquiry

* In every society, organization or group, sornething works.

* What people focus on becomes reality.

* The act of asking questions of an organization or group influences the
group in some way.

* People have more confidence and courage to journey to the Future (the
Unknown) when they can forward parts of the past (the Known).

* If we carry parts of the past forward, they should be what is best about the
past.

* It is important to value differences in an exploration of possible futures.

*The language we use creates our reality.
The Process of Appreciative Inquiry

Step I. Choose aTopic
Since what we focus on tends to become reality, choosing a topic may be the
most critical step of all in the process of Appreciative Inquiry. In large scale

change efforts, poll a variety of key stakeholders in choosing a topic.

Step 2. Create Questions for Topic Exploration
For example, if “Integrity” is the topic, select questions that will foster a

deep inquiry into the nature of Integrity at “X”organization.
p Inquiry grity g

Sample questions might include:
Describe a time when you believe your team/organization performed with

the highest integrity. What were the circumstances during that time?

Describe a time when you were proud to be a member of this team/

organization. Why were you proud?
Step 3.The Inquiry Interview

Once the questions are created, an interview process begins that may span

a few hours or numerous days.
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Interview Options:

* Pairs in an intact work group

* Small groups where each member takes a turn answering the questions
* Teams of employees interviewing the entire organization (or a cross-
section)

* Questions included in a climate survey

Interview Guidelines
Questioner jots down notes
Interactive flow between questioner and interviewee (vs. neutral questioner

stance)

Step 4. Information Sharing
As an example, in an intact group, share what was learned from paired

interviews so as to detect themes of circumstance surrounding “Integrity”:

* Brainstorm the most exciting learnings and/or
¢ Share brieﬂy the best story heard- from a partner

* List common themes

Step 5. Create Provocative Propositions

Provocative Propositions are a way to describe the generative archetypes
(patterns) of the organization. They arc symbolic statements that remind
the group of what is best about the organization and how everyone can
participate in creating more of the best. Provocative Propositions are
derived from the stories that actually took place. This grounding in history,
tradition and facts is critical; it is what enables the group to connect to

reality while reaching to do more of what works.
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The Process of Creating Provocative Propositions is as:
A. Find examples of the best (from the interviews)
B. Determine, in detail, what circumstances make the best possible.

C.Take the stories and envision what might be. Write an affirmative

statement that describes the idealized future as if it were already happening.
D. Check the Provocative “Statements” against a criteria:
Is it provocative? Dots it stretch, challenge or interrupt?
Is it grounded in data/examples?
Is it what we want? Will people defend it and be passionate about it?
Is it stated in affirmative, bold terms and in the present tense?
If so, you have a set of Provocative Propositions.
Sample Propositions
* We anticipate customer’s needs and have the information when

they call.

* We work through information in an uninterrupted sequence and

customers talk to only one person.

* The information we need to answer their questions is available to

us with a touch of the finger.
* We devote time to learning SO we keep our expertise current.

*We do our best and know that our decisions arc appreciated by

others.

* We feel the support of our other organizational members and are

confident we all know extraordinary service is how we help people.
*We continually learn as we work.

*We are proud to be part of this organization.
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AI'Workshop with Palestinian teachers
Peggy S. Holman

This summer I did a 3-day Al workshop in Ramallah with 30 Palestians,
rnostly teachers. It was the most profound experience I've had with

Appreciative Inquiry and I'd like to share a bit of the story.

As I prepared for the workshop, I e-mailed my contact, an Israeli Arab,
asking her to suggest a subject we could use for people to experience Al

as they learned about the process. She told me that all Palestinians struggle
with living with the occupation. I gulped when I got her message; how
could I write appreciative questions about living with the occupation? It

was beyond my experience. We settled on leadership as the topic.

By the end of the first day of the workshop, the group had identified
characteristics of leaders. I was troubled because they were qualities
external to themselves; it was like they were trying to define a better

Arafat rather than insight into their own personal power as leaders.

[ began day two not entirely sure how to bring more of the spirit of Al
into their experience but knowing my plans for the day needed to be fluid.
We began in a circle. Iasked people to reflect on the previous day. A few
minutes in, someone began talking about how difficult their life was. Now
difficult has an entirely different meaning for someone who must spend
hours waiting to get through a checkpoint, or is separated from family by
a wall going up around them, or who has seen houses destroyed or loved
ones maimed or killed. Others started to join in on this theme. I took a
deep breath and asked them if they would be willing to try applying what
they were learning about Appreciative Inquiry to their lives. They said yes.
And I breathed a sigh of relief.
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They split into four groups and I asked them to pick a topic and develop
two questions -- a personal story question and a future question. It was
wild! They were working in Arabic, I'd come by to check in, and they’'d
switch to English as I asked them for their topics. With each group, it took
some coaching to turn things like “resisting the wall” or “fighting the check
points” to “Working with the Wall” and “Useful Checkpoints”. It was the
same with the questions; turning bitterness into productive questions was

quite a reframing! Ultimately, each group had their questions (below).

Here’s an aside on the process of the group who chose Useful Checkpoints.
Once they had the topic, they brainstormed a list of ways in which they had
found the checkpoints of value. Mind you, this is a HUGE contradiction.
Having gone through the check points myself, it is a very eerie experience
to have an 18-year old Israeli soldier at his post, just doing his job,

pointing a rifle at your head (from a distance) while his partner checks
papers. Many of the Palestinians do this every day. And time is totally
unpredictable. It can take 5 minutes or 5 hours. Their list of benefits was
amazing! It included things like: getting to know your neighbors; learning
respect for elders (as they help them to the front of the line); meeting new
people. Anyway, this work led to developing their story question.

Once each group had their questions, they interviewed each other. Each
person took the question from their group and interviewed someone from
another group. They did several rounds, so everyone got to listen to
several answers to their question and answer several questions from other
groups. Wow! What a powerful experience. I could feel the energy in the
room shift. When we debriefed their insights from the interviews, their
answers were profound. I’ve shared some below. These folks, who at the
beginning of the day felt completely powerless, found answers for retaining
their dignity and finding some sense of their own power in an impossible

situation.

The last day was spent on application ideas. They went back to their
schools with projects to do with their colleagues and with their students.
I don’t know the lasting effect, but I know in that moment, these folks knew

how to be at their best in any circumstance.
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Below are the questions we used and some of the ideas that came out of the

Workshop.

THE QUESTIONS
Affirmative Topic Choice and Writing Questions

From our morning discussion, participants chose the occupation as a topic
to work with using Appreciative Inquiry. They developed questions and

interviewed each other using these questions.

WHERETHERE IS A WILL, THERE IS A WAY
Life is challenging; many capable people fail to face their challenges.

1.Tell me a story about how you overcame your challenge.

What did you learn about yourself?

2.You have won an award for being a successful “challenger.” What qualities
made you deserve the prize? What was the first step that made you such a

person?

WORKINGWITHTHE WALL
1.Tell a story about an experience you had with the wall and made you

value sornething about yourself?
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Additional Planning Resources

A New Seat at the Table: When Is it Time to Add to Your Senior
Management Team? Boston, MA: The Bridgespan Group, Inc. 2008.

Adams, Tom. Founder Transitions: Creating Good Endings and New
Beginnings. Baltimore, MD: The Annie E. Casey Foundation. 2005.

Campbell, Kelly and Mandy Taft-Pearman and Matthew Lee.

Getting Replication Right: The Decisions that Matter Most.
Boston, MA: The Bridgespan Group, Inc. 2008.

Canning, Doyle and Patrick Reinsborough. Re:Imagining Change: An
Introduction to Story-based Strategy. Creative Commons. 2009.

Clancy, Ambrose. Trading Power: What the Next Generation Has to Offer
In Exchange for What Seasoned Leaders Can Provide. Arlington, VA:

Council on Foundations. 2010.

Creating the COO Position. Boston, MA: The Bridgespan Group, Inc.
2006.

Finding the Right ED: Creating and Managing an Effective Search
Committee. Boston, MA: The Bridgespan Group, Inc. 2007.

Gass, Robert. The Wheel of Change: Organizations. 2010.

Gershon, David. Changing Behavior in Organizations--The Practice of

Empowerment.The Systems Thinker. Pegasus Communications. 2007.

Heath, Dan and Chip Heath. Excerpt from Switch: Chapter 1.
New York, NY. Broadway Books. 2010.

Heath, Dan and Chip Heath. Switch for Organizations. 2010.
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Additional Planning Resources

Linell, Deborah S. and Tim Wolfred. Creative Disruption: Sabbaticals for
Capacity Building and Leadership Development in the Nonprofit Sector.
Third Sector New England and CompassPoint Nonprofit Services. 2009.

More Effective Boards: A Detailed Guide. Boston, MA: The Bridgespan
Group, Inc. 2008.

Rock, David and Jeffry Schwartz. The Neuroscience of Leadership.
Strategy and Business. Issue 43.

Recruiting Diverse Talent. Boston, MA: The Bridgespan Group, Inc.
2008.

Robert, Kegan and Lisa Laskow Lahey. Immunity to Change: How to
Overcome it and Unlock the Potential in Yourself and Your Organization.
Boston, MA: Harvard Business Press. 2009.

Sinclair, Zak. Organizational Development for Social Change: An
Integrated Approach to Community Transformation. Movement Strategy

Center. 2006.

Stid, Daniel and Bradach, Jeff. Strongly Led, Under-managed: How Can
Visionary Nonprofits Make the Critical Transition to Stronger
Management? Boston, MA: The Bridgespan Group, Inc. 2008.

Whitney, Diana. and Amanda Trosten-Bloom. Exploring How Appreciative
Inquiry “Powers Up the People.”

Dennis Stratton Group. “Why People Resist Change.”
Williams, Ken. Mentoring the Next Generation of Nonprofit Leaders: A
Practical Guide for Managers, Washington, D.C.: Academy for Educational

Developrnent. 2005,

Woldfred, Tim. Stepping Up: A Board’s Challenge in Leadership Transition.
The Nonprofit Quarterly. Boston, MA: Third Sector New England. 2002.
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Assessment Instruments

Assessment Instruments are powerful tools for creating a more objective
picture of current reality—for an individual, a group, or a large
organization. They can be as simple as a 5-question, down and dirty
questionnaire—or as complex as a 100-question, computerized 360°
feedback survey. They are used to:
* Provide individuals with rich data from those with whom they
work as a part of performance appraisals and/or to support
professional development.
* Provide groups and organizations with information about

organizational climate and functioning from which to plan change.

Advantages:

* Confidential—respondents feel safe telling the truth

* Data is collected from many sources—gives clear and detailed picture
* Can be precisely targeted to gather the desired information

* Very difficult for anyone to dispute the feedback

The following are seven examples of assessment instruments:
1) Team Performance Inventory
A simple instrument designed to assess the performance and climate of a

work team, group or smaller organization.

2) Art of Leadership Questionnaire
A copy of the assessment of leadership skills designed for Rockwood and

used in connection with its Art of Leadership trainings.

3) Interview Format for Greenpeace USA Executive Director Assessment
A very thorough tool once designed for assessing the performance of the
Greenpeace USA ED—to be given to direct reports and selected staff,

Board members, and peers from other environmental groups.

4) Board Survey

A survey used to determine the effectiveness of the board of a major US
environmental organization. Questionnaires were given to all Board
members and senior staff. The results of the survey proved instrumental

in creating breakthrough board perforrnance.

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010



TEAM PERFORMANCE INVENTORY

Please cirde the number that best eXpresses your opirnn:

1) We all shaae 5 comanon unaderstanding of whene we are poang.

YR AUUAYE
1 2z 3 4 o 6 ¥

2) We 2et clear andd umeful poaln for our work together.

H_:I-E'I‘ llllll.'l_l.i'E
1 2z 3 4 o 6 ¥

3 Owr ieam has & high degres of team apait, enagy, and morsls.

HEYER ALWAYS
1 2z 3 4 5 B T

4) We say wha we reslly think ad feel n our team mestingn.

HEYER ALWAYS
1 2z 3 4 o 6 ¥

H) We treat each oifver with respect.

HEYER ALWAYS
1 2z 3 4 o 6 ¥

HEYER ALWAYS
1 2z 3 4 5 B T

T 'We mien well to each olhver.

HEYER ALWAYS
1 2z 3 4 o 6 ¥

B We provide ongaing, honent sl usehl feedback to each other.
HEYER ALWAYS
1 2z 3 4 5 B T

T We challenpe each other to our haghesat leveln of perfoimeance.
HEYER ALWAYS
1 2z 3 4 5 B T

1] We put the ieam™s success belfore our persansl [End deparimendsl] aperdss.
HEYER ALWAYS
1 2z 3 4 5 B T
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TEAMN PERFORMANLCE INVENTORY

11) We blow-hiough on oar comnmiiments and hold each oliher sccountable,
NEVER ALWAYS
1 2 3 4 L L F
1] We are imvesied in each oiber™s succesa, and ook for ways o aciively suppori
£ach other beyond maw defined seas of individesl reaponaability.

ALWAYS

[ i

NEVER
1 . 3 4 L
13) We are commnitied to inclusion and rexpect for differences, and deal daectly ansd
semaitively with Bxues of race, dess, gendar identification, sexsal onentation, i
NEVYER ALWRYS
1 2 3 4 L L T
14] We value vl suppaat heslihvyy and susianehie wink practices.
NEVYER ALWRYS
1 2 3 4 L L T
15] Own goals are tramslated o dear plans with specific deles and scocoundabliitien,
ALWRYS
T

L L

HEVER
1 2 3 4

16] We use our e efficiently n mestngs.
ALWRYS
T

NEVYER
1 . 3 4 L L
17 Oawr decimion-malang process i clear, ad we 8l underniasd o sppaoyeaats
rode i each decision
NEVYER ALWRYS
1 2 3 4 o 6 ¥
:lﬂll'l'ehrilg issues o concerns with oiher team mesnbers directly to the personds)
NEVER ALWRYS
1 . 3 4 o 6 ¥
19 We deal with coniict derecily and consinacively.
NEVER ALWRYS
1 . 3 4 o 6 ¥
AN Tean kesdership i Sexible, shifting i xiyle o meet the needs of the siluation.
ALWRYS

HEVER
1 2 3 4 L L I
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TEAMN PERFORMANLCE INVENTORY

H) Dscussions e with cdear closure, relevant plans for action, and a shared
undersbandang of next steps.
NEVER ALWAYS
1 . 3 4 L L T
23] Onwr deciaon -maling processes #re effective in prodacing high-qually resalls.
NEVER ALWAYS
1 . 3 4 L L T
23] There i3 & gond Sow of nfamaiion that supporis geltag the joby done.
NEVER ALWAYS
1 . 3 4 L L T

2] Ouwr team processes oeale The bext solutions o the challenpes we FBCE.
NEVER ALWAYS
1 . 3 4 L L Fi

5] Ounr team B relentiexaly fonsed on deliivering the resulls nost anporiant to the
SUCCess oF U RN

NEVYER ALWRYS
1 2 3 4 o 6 ¥

26) We discem, respond s adapl well to changang cacunsiances.

NEVYER ALWRYS
1 . 3 4 o 6 Fi

AT We ke appropisis riska i sarvice of opporhmaly amd imncvalion.
NEVYER ALWRYS
1 . 3 4 L L T

A1) We use mesmrements eflecively to geape projpess aud Engeove performance.
NEVYER ALWRYS
1 . 3 4 L L T

21 We evaluate our performeance o contoaoesly s and improve — individuslly
and =n 3 team

NEVER AR S
1 2 3 4 L L T

-HH We contmmsally raise the bar and xhvive Tor excelience n all we doo
NEVYER ALWRYS
1 2 3 4 L L T
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The Art of Leadership Survey

Name of person being evaluated:
Please answer each of the following questions by circling the number

which best corresponds to your experience of this person’s behavior. Do
your best to answer each question. If you truly feel you have insufficient

information to answer a particular question, just leave it blank.

To what extent is each of the following true about this person:

1) Overall, performs the primary tasks for which s/he is responsible at

the highest standards of excellence.

almost never almost always

1 2 3 4 5 6 7 8 9 10

2) Continually learning and improving their leadership and performance.

almost never almost always

1 2 3 4 5 6 7 8 9 10

3) Is innovative and resourceful in doing whatever it takes to get the job
done well.

almost never almost always

1 2 3 4 5 6 7 8 9 10

4) Persuasively and effectively communicates and forwards the purpose
and mission of their organization internally and in public.

almost never almost always

1 2 3 4 5 6 7 8 9 10

5) Maintains an appropriate balance of immediate needs and longer range
focus.

almost never almost always

1 2 3 4 5 6 7 8 9 10

6) Is effective in creating partnerships and alliances that move the work
forward.

almost never almost always

1 2 3 4 5 6 7 8 9 10

ASSESSMENT TOOLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010 5
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7) Is accountable: does what they say they will do by when they said it

will be done.

almost never almost always
1 2 3 4 5 6 7 8 9 10

8) Inspires and supports others in doing their best work.

almost never almost always
1 2 3 4 5 6 7 8 9 10

9) Understands the needs and priorities of others, and is proactive in
communicating to others the information upon which they depend.

almost never almost always
1 2 3 4 5 6 7 8 9 10

10) Is a highly constructive force in group meetings.

almost never almost always
1 2 3 4 5 6 7 8 9 10

11) Treats others with respect.

almost never almost always
1 2 3 4 5 6 7 8 9 10

12) Is candid and honest in dealing with others.

almost never almost always
1 2 3 4 5 6 7 8 9 10

13) Listens well to others.

almost never almost always

1 2 3 4 5 6 7 8 9 10

14) Makes it easy to give feedback to him/her.

almost never almost always

1 2 3 4 5 6 7 8 9 10

15) Is effective in providing helpful feedback to others.
almost never almost always

1 2 3 4 5 6 7 8 9 10

/
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16) What is his/her greatest strength as a leader? (15 words or less)

17) What is his/her greatest weakness as a leader? (15 words or less)

ASSESSMENT TOOLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Interview Format for Executive Director Evaluation
Greenpeace US (for US Staff & Board interviewees)

Name

Section A. Overall Strengths and Weaknesses

1) What are the E.D.s three greatest strengths as a leader of Greenpeace
us?

a.

b.

C.
2) What are the E.D.’s three greatest weaknesses as a leader of Greenpeace
us?

Section B. Overall Organizational Performance

1) How effective is the E.D. in setting strategic direction for Greenpeace
us?
not at all extremely effective

1 2 3 4 5 6 7 8 9 10

Comments:

2) How effective is the E.D. in helping setting clear goals for Greenpeace
us?
not at all extremely effective

1 2 3 4 5 6 7 8 9 10

Comments:

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010




3) How effective is the E.D. in managing the performance of her team
against goals? (holding people accountable for results; providing feedback
& coaching; etc.)

not at all extremely effective
1 2 3 4 5 6 7 8 9 10
Comments:

4) How effective is the E.D. in providing financial leadership (budgeting/
reporting) for Green Peace US?

not at all extremely effective
1 2 3 4 5 6 7 8 9 10
Comments:

5) How effective is the E.D. in recruiting and developing excellent

management for Greenpeace us?

not at all extremely effective
1 2 3 4 5 6 7 8 9 10
Comments:

6) How effective is the E.D. in providing leadership and conditions for

success in coordination among departments?

not at all extremely effective
1 2 3 4 5 6 7 8 9 10
Comments:

Section C. Relationship to Board
1) How effective is the E.D. in promoting a positive working relationship

between herself, the organization and the board?

not at all extremely effective
1 2 3 4 5 6 7 8 9 10
Comments:

ASSESSMENT TOOLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Section D. Creating a Positive Work Culture

1) How effective is the E.D. in creating a climate of open and honest
communication?

not at all extremely effective

1 2 3 4 5 6 7 8 9 10

Comments:

2) How effective is the E.D. in creating a climate of mutual respect and
trust?
not at all extremely effective

1 2 3 4 5 6 7 8 9 10

Comments:

3) How effective is the E.D. in creating a climate of initiative and
creativity?
not at all extremely effective

1 2 3 4 5 6 7 8 9 10

Comments:

4) How effective is the E.D. in creating a climate of teamwork and
cooperation?
not at all extremely effective

1 2 3 4 5 6 7 8 9 10

Comments:

Section E. Relationship with Green Peace International

1) How effective is the E.D. in promoting a positive working relationship
between the US organization and GPI?

not at all extremely effective

1 2 3 4 5 6 7 8 9 10

Comments:

J

ASSESSMENT TOOLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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2) How effective is the E.D. in promoting positive working relationships
with other national offices?

not at all extremely effective
1 2 3 4 5 6 7 8 9 10
Comments:

3) How effective is the E.D. in representing Green Peace US political
strategy and interests to GPI & other national offices?

not at all extremely effective
1 2 3 4 5 6 7 8 9 10
Comments:

ASSESSMENT TOOLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010 171
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Survey In Preparation For Board Retreat Of Major
Enviornmental Organization
Your individual responses will be confidential. The compiled results of the
survey will be used in planning the Board retreat, and will be presented at
the retreat itself.
Please check one:
[ am a member of the Board [ am on staff
Board Responsibilities
The following questions represent typical Board responsibilities. To what
extent do you feel these statements are true about our Board’s current
performance:
1) The Board takes responsibility for making sure our purpose and
mission are clear.
Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10
2) The Board proactively ensures effective organizational planning,
Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10
3) Board members have a clear understanding of our principal programs.
Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10
4) The Board has an effective procedure for evaluating our performance
in achieving its goals.
Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10
5) The Board does a good job of managing the performance of the
President.
Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10
N\ J
ASSESSMENT TOOLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010 12




6) The Board does a good job of managing the performance of the Head
of Operations.

Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

7) The Board responsibly and effectively oversees our finances.
Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

8) We have within the Board the necessary skills and resources to provide
the organization what it needs.

Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

Board-Staff Relations
To what extent do you feel each of the following statements are true
about Board-Staff relations:

1) The Board and our President have a positive working relationship which
supports each in being more effective.

Strongly Disagree Strongly Agree

1 2 3 4 5 6 7 8 9 10

2) The Board and our Head of Operations have a positive working
relationship which supports each in being more effective.

Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

3) Board Members understand and respect appropriate organizational
boundaries in the ways they interact (and don’t interact) with staff.
Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

4) Board members are positive and responsive to requests from the staff.
Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

ASSESSMENT TOOLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK i ©2010 13
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5) Staff willingly provides Board members with the information they
need to be effective.

Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

Board Working Process
The following questions are about the functioning of the board.
Staft: you may choose to omit certain questions if you feel you have

insufficient experience to answer.

1) My responsibilities as a Board Member are clear to me (staff may read
this question as: “Board Members are clear about their responsibilities”).
Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

2) Board meetings are highly productive.
Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

3) Board members say what they really feel and think in Board meetings.

Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

4) The Board makes good and timely decisions.
Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

5) Board members deal effectively with disagreement and conflict within
the Board.

Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

6) The Board is willing to step up to the plate in confronting
organizational challenges.

Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

/

ASSESSMENT TOOLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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7) Our individual Board members are willing to commit the time and
resources to get the job done.

Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

8) Asa Board Member, my skills and expertise are put to good use (Staff
may read this question as: “We put the skills and expertise of our Board
Members to good use”.)

Strongly Disagree Strongly Agree
1 2 3 4 5 6 7 8 9 10

9) In your opinion, what is the single most important outcome we need

from the Board retreat (12 words or less please):

ASSESSMENT TOOLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK i ©2010 15



Additional AssessmentTools

Boccaladro, Bea. Measuring Whether Social Programs Work: A Vision
for Nonprofit Leader Success. Pre-Publication Unedited Proof. 2009.

- /
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Fishbone Analysis

Definition: A method of analyzing process to identify, separate and
define the root causes of a problem. This technique is sometimes referred
to as a fishbone because of its “bones-on-bones” shape. It is also known as

the “Ishikawa diagram” after its creator, Professor Kaoru Ishikawa.

Purpose: Pinpoint the possible cause (or causes) of a problem within a

process.
Application: Identifying root causes.

Drawbacks: Problems may have to be broken down into sub—diagrams if
there are multiple root causes. Problems with complex interrelationships

may require lengthy analysis.

Benefits: Especially useful in analyzing situations that reoccur regularly.
Helps establish cause-effect relations in problems where interacts are

traceable.

How To:
Refer to the Fishbone Diagram I on page 18 of this section.

1. Name the problem, or effect. Write it in the box on the far left. Draw a

long process arrow straight toward the problem, or effect, box.

2. Decide major categories (the fish “bones”). Most commonly these
include: people; methods; machines; and materials. Others might include:

policies and procedures; measurements; environment; etc.

3. Brainstorm for possible causes in each category (either one at a time by
category, or at random). Write the possible causes on the diagram, placing
them on a line that is parallel to the major category they affect, or diagonal

to a previously identified category.

Continue to subdivide causes as they are derived from larger causes.

PROBLEM-SOLVING ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Keep asking, “Why?” at each stage until the team feels it has exhausted the
possibilities and identified the root causes. Be sure the team understands
how the “bones of the diagram are constructed: demonstrate how the

g 5

“bones-on-bones” are placed on the diagram.

PROBLEM-SOLVING ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Fishbone Diagram

CAUSE EFFECT

Person Materials

Forgot send memo

to facilities Not enough chairs

department

Training
room not

set-up

Poor planning
Scheduling calendar
wasn’t working
Methods Equipment
- J
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Brainstorming To Unleash Alternatives

Verbal Method
1. Introduce the purpose and steps of brainstorming. Select a recorder and
set up multiple ﬂip charts so that everyone can see what will be recorded.

Two recorders using ﬂipcharts will gather ideas more quickly.

2. Clarify which problem will be discussed. Post it on a piece of ﬂipchart
paper.

3. Review the ground rules:
* Quantity, not quality.
Use the time to think of as many solutions as possible. The more

bizarre, the better.

* Piggyback
If someone else’s idea triggers a slight variation of an idea for you,

call it out.

* No evaluation
All ideas are accepted. No judgments of ideas are allowed at this
time. Do not stop to discuss the pros and cons of any suggestion.

Refrain from non-verbal judgments as well.

4. Announce how much time will be used and immediately solicit
solutions. The recorders write as quickly as possible all of the ideas
suggested, abbreviating in order to keep up but not changing the

speaker’s own words. Stop when the designated time is up.

PROBLEM-SOLVING ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Carousel Method
1. Make one group member the tirnekeeper.

2. Stacks of colored index cards are distributed among the group

members, with each person receiving a different colored stack.

3. Each group member silently writes one idea on each card and places

this on a stack on his or her right hand side.

4. When group members need to stimulate their thought process, they
pick up a card from the person on their left and use their idea on it to

spark new ideas. The old and new cards are then passed to the right.

5. After 20 or 30 minutes of this activity, the time-keeper announces that

the idea—generation period is over.

6.The group members collect the cards to their right and begin pinning
or taping them on a wall or pin—board. The cards usually are sorted into

idea categories, using title cards as headings for the different categories.

7.The group members read over all the cards and, if necessary, move

some cards to different categories and eliminate duplications.

8. The facilitator points to each card and asks for comments or question to
help clarify. Because the ideas are color-coded, the originator of a
particular idea can easily be identified and, if necessary, this individual can

clarify the idea.

9. Each category of ideas can be discussed separately, and new ideas may

be formulated by combining and altering ideas.

PROBLEM-SOLVING ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Writing Method

This method allows people to think independently first and then work

as a group.

1. Each member sﬂently writes down three or more ideas for 5-7 minutes

(can be done between meetings).
2. Post ideas by going around circle, round robin.
3. Each member creates a new idea, build on an idea or passes.

4. Once all ideas are listed (after 3 times around), anyone can add to the
list.

“I Wish...” List

1. Post problem statement.
2.All members contribute one or more “I WISH” statements. Each
“TWISH” statement expresses a “perfect world” situation. Be creative and

make a long list.

3. Choose one “I' WISH” statement. Then brainstorm for ideas which could
make the thought behind the WISH come true.

4. Choose another “I'WISH” statement and brainstorm for more ideas.

5. Repeat with a third “I'WISH?, if you'd like.

PROBLEM-SOLVING ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Gallery Method

1. Tape three ﬂip chart sheets on each of two walls on opposite sides

of room.
2. Make one group member the timekeeper.
3. Divide into two subgroups by counting off two’s.

4. All members, while seated, silently and individually write three or

more ideas for 5-7 minutes.

5. All members of Subgroup 1 go to one side of the room and record on
the three ﬂip chart sheets all members’ ideas. Subgroup 2 does the same

thing at the same time on the other side of the room.

6. Each subgroup generates as many ideas as possible through discussion
and modifying, combining, or creating new idea. This group writing last

10-15 minutes.

7. After the 10-15 minutes of group writing, the two subgroups may visit

each other’s list for 2-3 minutes. Note-taking is not allowed.

8. Each subgroup reconvenes, and adds more ideas to its list for 2-3

minutes.

9.The two subgroups return to the large group. All lists are posted in

front of the room and the group discusses their reactions and ideas.

PROBLEM-SOLVING ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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BRAINSTORMING TO UNLEASH ALTERNATIVES

Idea Stimulating

This tool is useful to force different perspectives on a problem.

Ask each of the following questions about the current problem and post
all ideas. Work on one category of questions at a time until many ideas are

brought out.

REDUCE: Could we cut out one step or part? Make it shorter?

Have fewer people work on it? Etc.

ADDTO IT: What could we add? What else is needed? Who else
could get involved? Etc.

REARRANGE: Could we putitina different order? Change

sequence?

BORROW: Are there other people doing it differently? What
else is done like this? What’s similar to this? Are
there any other methods that would be helpful to

us?

COMBINE: Could two steps be made into one? Could other

tasks before and after this one be combined with it?

TOTAL CHANGE: How could we do this a different way? Could we

eliminate it completely?
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Novel Scenarios

Novel Scenarios is another technique that can be used to enhance a group’s
creativity. While it may not produce as many ideas a brainstorming, it will
get the group members to “break set” and generate ideas that go beyond
and deeper than those two techniques.

1. Choose a key word.
* The leader picks an intriguing idea or problem restatement that
has emerged as a result of discussion or brainstorming. It need not

be concrete but should have possibilities. Select a key word — one

with energy and if possible, with more than one meaning,

2. Word Association

*Tell participants to clear their minds of all thoughts and images

which relate to the problem under discussion.

* Conduct a round robin of word associations, beginning with the
key word. Have each participant give one-word association to the

preceding word generated.

* At the end of the round, pick one of the words generated,
preferably one capable of stimulated a variety of images.

3. Imaging
* Ask participants to close their eyes and spend a few minutes
forming an image around the new chosen word. The scenario

should be removed from the problem and the initial idea.

* Ask participant to describe their scenarios. Record descriptive

phrases on a ﬂip chart as quickly as they are given.
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4. Scenario Connections
. Display the original intriguing idea.
* Ask participants to make connections between any of the images
in the scenario and the idea. The connections should be: clearly
derived from some part of the scenario, impractical, but capable
of producing satisfaction for the “client” of the ultimate decision.
\_ J
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Idea Generating Questions For Solutions

How else can this be done?
* Use a different approach? Another process? A new system?

Another mode? Some device or tool?

Where else could we use this approach?

* In another place? Under different circumstances?

Is there an existing approach we can adapt to this situation?

* Borrow a solution from another problern that fits this one?

Does expanding or enlarging add value?
* Use more? A larger size? Exaggerate? Make stronger? More
concentrated? Heavier? Allow more time? Increase need? More

often? Multiply? Use several? Do two or more at once?

Does reducing, condensing, or separating add value?
* Compress? Use less? A smaller size? Miniaturize? Split up? Do
in installments? Divide into sections? Make lighter? Thin out?

Fewer parts? Less often? Slower action?

Can we add something to change the result?
* Another function? Another procedure? Another component?
Another ingredient? An additional dimension? A new feature?

Include other attachments? Spare parts?

Can we remove something to change the result?
* Omit a step? A function? A procedure? A component? Leave

out an ingredient? Remove nonessentials?

Can we substitute sornething to change the result?
* Use a different ingredient? A different material? Other tools?
Other equipment? Have someone else do it? Do it in another

place?

PROBLEM-SOLVING ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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What happens if we modify it?
. Change the shape? Form? Dimension? Proportions? Density?
Weight? Color? Texture? Motion? Procedure?

Will rearranging change the result?
. Change sequence? Switch places? Change positions? Regroup?

Change location? Revise schedule?

Will reversing change the result?
* Backwards? Upside down? Inside out? Flip-flop? Reverse order,

direction, approach?

Will combining change the result?
* Two steps in one? Two or more functions? Joint effort? Pack or
bundle together? Form clusters? Make an assortment? A blend?
An alloy?

. /
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Alternative Generation
Collaborative Problem Solving
Adapted from Doyle & Staus, Making Meetings Work
s )
Tool: Brainstorming
* All ideas are okay

* Defer evaluation
* Build on other people’s ideas

* Be creative

When to Use thisTool
*To open the group’s creative energy.
*To produce as many ideas as possible without evaluating.

*To geta lot of ideas in a short time.

SpecificThing to Say or Do
“Let’s first get out all our ideas without evaluating them. Then

we’ll clarify them before we organize or evaluate them.”

or

“OK, let’s come up with about 20 ideas in the next 15
\_ minutes.” Y,
Tool: Checkerboard N

. Morphological analysis

. Systernatically examining all the possible combinations.

When to Use thisTool:
* To provide a structure for the group to consider several
factors at one time.
* To set up a series of brainstorming,

SpecificThing to Say or Do:
“Okay, you have said that there are three basic kinds of media

available: TV, radio, and newspapers. And you have three
important age groups you are trying to reach: teenagers,

young couples and over 65. Let’s examine all the

possibilities J

\_ J
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Tool: Cut Up and Move Around

* For dealing with physical relationships or sequences.

When to Use this Tool:
* Allows you to examine relationships and stay flexible.
* To generate alternative patterns by organizing and

re-sequencing material quickly.

SpecificThings to Say or Do:
“Why don’t you each write down on a separate card
every activity you think needs to occur between now
and the end of the project. Then we’ll try to order them
on this sheet of butcher paper.”
or
“Let’s try cutting out a piece of paper for each person

and try out different seating arrangements.”

J

~
Tool: What others have done?

* Adopt, modity, etc.

. Building on the past.

When to Use thisTool:
* To identify other successes from which you can

draw.

SpecificThings to Say or Do:
“Anybody know what other cities have done about this
problem? What are the existing models?”
or
“Why don’t we try listing all the solutions presently

available and see if we get any new ideas?”
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Tool: Criteria Checkerboard
* Importance of being explicit about criteria.

o Agreement on criteria

When to Use thisTool:
*When you need a systematic way to compare alternatives

using key criteria.

SpecificThing to Say or Do:
“Let’s agree on three major success criteria for a successful
solution.”

or

“Now let’s draw a matrix and list our alternatives on one axis
and the criteria on the other axis. Remember, this is only a
way of analyzing the alternatives. The alternative which scores
highest is not necessarily the ‘best’ solution. Now let’s take a

straw vote. Does this alternative meet that criterion?”

\_ J
e N
Tool: Rank Order

* N/ 3 number of items divided by 3= number of votes per
participant

* Sequence by time, priority, cost, and logical order.

When to Use thisTool:
* To sequence a list of choices to get a sense of which ones the
group is in most agreement about without making a final
choice.
* To make sense or provide order to a random set of

alternatives.

SpecificThing to Say or Do:
“Let’s try rank ordering to see how much agreement there is.

There are 12 solutions, so each of you vote for the four

alternatives you like best.”

o J
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Tool: Sort by Category
. Breaking down the alternatives.

. Evaluating categories before individual alternatives.

When to Use thisTool:
* To organize and group similar data.
*To eliminate duplication.

*When you find you have different types of data.

SpecificThing to Say or Do:
“Okay, we have about 50 ideas here. Can anyone think of a few

general categories in which they might be sorted?”

Note: The actual process of categorizing is usually done best

by an individual or small group and then presented back to the

larger group for changes and approval.

o J

4 A

Tool: Advantages and Disadvantages

When to Use thisTool:
*To identify which features of the alternatives are favored by
the group and which features are blocking agreement for
some people.

*To set up for the tool build up and eliminate

SpecificThing to Say or Do:
“What are the pluses of that solution? What are the minuses?”
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Tool: Win/Win

When to Use thisTool:

SpecificThing to Say or Do:

* A solution that everyone can live with.

* More than a COl’l’lpI‘OIl’liSG.

To encourage the group to seek a solution each person can

support.

“OK, there seems to be some agreement here. Is there anyone
in the group who couldn’t live with Solution A? Would anyone
feel compromised in any fundamental way?.. It’s OK if you

can’t buy in yet. My role as facilitator is to defend all positions.

or
“Are there any objections to going that Way?”
\_ J
e 3
Tool: Both/And
. Avoiding unnecessary conflict.
When to Use thisTool:

SpecificThing to Say or Do:

-

e Useful when a group is down to 2-3 choices.
* To avoid polarization over one choice.
e To avoid either/or thinking.

* Allows group to settle on the broadest, most flexible option.

“Do you need to choose between these final two solutions?

Could you try both?”
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Tool: Build up/ Eliminate
o Synthesizing new solutions from the best parts of

others

When to Use thisTool:
* When you can’t come to an agreement on the alternatives
which have already been generated.
* To develop more acceptable alternatives by building on the

strengths of some and eliminating the weaknesses.

SpecificThing to Say or Do:
“Is there anything that could be added or taken away which
would make it more acceptable?”
or
“So is there any way you could combine what you like about

each of those solutions?”

-

-

/
Tool: Straw Voting

)

* Getting “a sense” of the group.
. Checking it out.

When to Use thisTool:
*To test the level of agreement in the group without
rnaking a decision.

*To see how close you are to consensus.

SpecificThing to Say or Do:
“OK, I'd like to check out how the group feels about this.
How many of you would want to continue working on this
issue today? Please raise your hands...Well, looks like most of
you want to continue.”
or

I'd like to get a sense of how you stand right now. How many

of you could go with solution A? How many with solution B?
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/Tool: Negative Voting A

* Attempting to eliminate alternatives which violate the beliefs
of the group member.

* Has to be finalized by consensus.

When to Use thisTool:
* When an option seems to have no support from the group.
* When you feel a group needs to gradually move towards a
decision.

* When you sense the group will agree to drop some items.

SpecificThing to Say or Do:
“Are there any alternatives which would be unacceptable
under any circumstances. .. Patricia says she could not live
with alternative B. Any objections to eliminating alternative
B?”

or

If there are no objections, you eliminate that alternative. If
there are objections, particularly if the person who suggested
that alternative feels strongly about it, then it’s a good idea to
leave it and try some other method. Maybe there are parts of

that alternative which can be used.

o )
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(fool: Focus on Agreements

* Building on success.

* Emphasizing the positive.
* Encouraging the group.

When to Use thisTool:
* When a group seems to be stuck and losing momentum.
*To energize a group by reminding them how much they have
already accomplished.

* To remind a group of agreements everyone already reached.

SpecificThing to Say or Do:
“You're doing fine. Look at all the points of the agreement you
have reached already. Don’t give up now. Let’s hang in and see
if we can work this last issue through.”
or
“You are in agreement on the title, it’s just the subtitle you have

to work on some more.”

o J
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q"ool: Back off
* Going back to earlier phases.
* Doing some more problem solving

* Not forcing a win/lose decision

When to Use thisTool:
* When you need to give the group some time to think about
the decision.
*When there appears to be a lack of agreement from an

earlier phase.

SpecificThing to Say or Do:
“It looks to me like there are still some major points of
disagreement. I think it would be a good idea to go back and
see if we could define what those issues are and work on them
rather than trying to force a decision at this point.”
or
Maybe we could be a little more creative about a range of

solutions. Let’s go back and try to brainstorm some more

possibilities J
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Additional Problem-Solving Resources

Brown, Tim and Jocelyn Wyatt. Design Thinking for Social Innovation.

Stanford Social Innovation Review. 2010.

Gladwell, Malcolm. Blink: The Power of Thinking Without
Thinking. New York: NY. Time Warner Book Group. 2005.

Hugget, Jon and Caitran Moran. Rapid Decision-Making: What It Is,
Why We Like It, and How to Get the Most Out of It. Boston, MA:
The Bridgespan Group, Inc. 2007.

Kelly, Tom. The Art of Innovation: Lessons in Creativity from
IDEO, America’s Leading Design Firm. New York, NY: Doubleday.
2001.

Lewis, Jane. Positive Action. Quality World. September 2007.
Linstone, Harold A. and Murray Turoff. The Delphi Method. 2001.
Rogers, Paul and Marcia Blenko. Making Good Decisions and

Making Them Happen: The Decision Driven Organization.
Boston, MA: Bain & Company, Inc. 2005.

Ury, William. Getting Past No: Negotiating Your Way from Confrontation

to Cooperation. Batham. 1993.

/

PROBLEM-SOLVING
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Rapport Skills
Randal J. Alford and LS] Consulting

Introduction

Rapport gives you tremendous leverage in relating with people.

With rapport:
*You have the ability to connect with/respond to other human
beings in an authentic and compelling way.
* You have access to insights and information that might otherwise
be lost.
* People are inclined to really listen to your communications
and extend themselves for you.

. People come to feel responsible to you and the relationship.

Rapport is built on finding, recognizing and cultivating commonality.
The more differences there are between people, the greater their
tendency to resist connecting on a meaningful level. On the other hand,
when people find similarities with each other, they become more likely
to like and accept each other. By consciously cultivating commonality,
you create greater accessibility, and accelerate the process of effectively

connecting and relating with others.

Communication is the foundation for all successful relationships. ..and

rapport is the foundation for all successful communication.

Non-Verbal Rapport Cues

The best communicators in the world can establish rapport with
virtually anyone in a matter of moments. They become “like” other
people with how they use their voices and their bodies. This approach is
called matching and mirroring — matching another person’s voice, body

and energy to become a mirror image of that person.
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By watching for specific cues, you can quickly adapt your behavior and
apply the most effective nonverbal techniques for building rapport.
These cues include:

* Body position (whole body, upper or lower body, angle of the

shoulders)

* Breathing (rate, depth, degree of openness or constriction)

* Facial expression

* Gestures and repetitive movements

* Voice quality (tone, tempo, volume, inflection, timbre, rhythm,

etc,)

There are a variety of effective techniques for responding to these cues

and establishing nonverbal rapport.

* Mirroring: Directly reflecting a person’s posture, movements,
expressions, etc. — creating a “mirror image” in your own behavior

(e.g., nodding your head just as they nod).

* Crossover Mirroring: Matching some aspect of the other person’s
posture, behavior or expression (such as the tapping of a pencil) in a

different aspect of your own behavior.

J Matching Breathing: Calibrating the rate and depth with which you b

reathe to the other person’s breathing.

* Matching Voice Tone and Tempo: Is the person’s tonality high or low,
loud or soft? Is the tempo fast or slow, with or without pauses? Here,
it’s not what you say matters, but how you say it — adjusting your vocal
expression to closely parallel the other person’s. (This is a way to quite

literally stay “on the same wavelength” with the other person!)
* Pacing: Consciously monitoring the tempo and direction of the

dialogue, and responsively “changing gears” to match the changes

initiated by the other person.
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These techniques all require a light and subtle application so that the
other person never feels mimicked. Your response to the nonverbal cues
should flow naturally and transparently, without drawing attention to

any particular technique.

One additional nonverbal technique that extends beyond matching and
mirroring is that of leading,
* Leading: Consciously monitoring the tempo and direction of
the dialogue and carefully guiding the other person to follow

our initiative to “change gears.”
y Y

With leading, it is important to be very careful and responsive in your

application so that he person does not feel pushed or manipulated.

With all these techniques, it is important that you continuously monitor
the nonverbal cues to so that you remain attuned to your experiential
feedback. In this way, you can calibrate and adjust your techniques far
more skillfully than if you were to decide on a technique in advance and

simply persist in it.

Maintaining Rapport

Rapport is often treated as a “knack” or something that “just happens”
between people. While rapport can emerge spontancously between
people, it can just as easily evaporate — especially if we simply indulge
in good feelings and easy flow of a “natural” rapport. As with any
resource, when we choose not to manage it, we surrender much of our

control over it.

Even if rapport-building comes easily for you (an unconscious
competence), it’s important that you not take it for granted. In addition
to knowing the skills and techniques that build rapport, it is important
to consciously and consistently:

* Notice, in the moment, when rapport is or is not present

* Even when rapport is present, actively work to maintain it.

* Maintain and cultivate the rapport right through to the end of

the interaction, to provide a solid foundation for future

interactions.
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Just as rapport is critical to the free and effective flow of information
between people “in the moment,” it is also critical to the creation and
sustenance of trust in long-term or ongoing relationships. Trust is a
fundamental prerequisite for effective dialogue and true teamwork, and
rapport is one seed from which trust grows. Anyone interested in playing
a key role in creating or facilitating outcomes with other people, therefore,

learns to value this seed and always tends it with care.
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Rapport Skills
Voice
Volume:
- Loud or soft?

Pitch:
- High or low?

- Monotone or varied?

Accent?
-Fast or slow?
- driven or dragging?
- Constant or varied?
- with or without pauses?
- Stuttering?
- Stumbling

Tone:
- Enthusiastic or bored?
- Assertive or passive?
- Tentative or with conviction?

- Calm or agitated?

Pausing/Nonwords:
- short silences
-sighs
-“yeah,”“um,”“OK,”“uh huh,” “hmph,” etc.

Body Motion/Position:
-weight distribution

- orientation of body (facing directly, away or at angle?)

-position/movement of arms, legs
- tilt of the head

-hand movements/ gestures

Other
- breathing

- facial expression
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Listening Habits
Robert Gass

Less-Skilled Listeners

Immediately value what is
being said.

Spend time rehearsing what
they will say next.

Try to steer the conversation
to the direction they want.

Hear everything through
Only ask questions when the
other seems to need help.

Disagree with other’s point
of view.

Try to take in and respond to
everything.

Allow their mind to wander
to other things.

Parrot back exactly what
they heard.

Give little verbal and
nonverbal response.

\

their own frame of reference.

Skilled Listeners
Suspend judgment and listen.
Focus on what the other
person is saying.

Let the other person direct
the conversation

Try to enter the other’s frame
of reference.

Asks questions to satisfy their
own curiosity or interests.

Seeks to understand the
other’s perspective.

Sort for main ideas.
Keep focus on the other and
what they are saying.

Reflect back the essence and
feeling of what was said.

Actively encourage the
speaker through verbal and
nonverbal cues.

J
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How To Evoke Deep Listening

Model it!
Deep listening is contagious. When people have the experience
of being heard, they usually become more open to hearing

others.
Active listening

Timed one-way conversations
Structure dialogues in pairs, with one person speaking and the

other listening. Use a timer or bell to switch roles.
Council Format
Talking Stick

10-Second Rule
After a person speaks, ten seconds of silence must pass before

the next speaker.

“What is agree with is...”
After a person speaks, the next speaker must acknowledge the

pervious contribution with, “what I agree with is...”

Role Reversal
Two people in a difficult conversation take on the viewpoint of
the other. Especially useful in helping people break through

difficulty in understanding each other’s perspectives.
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DEEP LISTENING SURVEY
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Authentic Conversation Guidelines

Step 1. Commit
Consider whether or not you are willing to commit to an authentic

conversation.

A) What are the negative implications and possible consequences of not
telling the truth in this situation:

* For you?

* For the relationship?

* For the organization and its work?
o Look at both tangibles (e.g. negative impact on quality of work) and

intangibles (e.g. loss of energy, commitment, or trust)

B) What are the potential rewards for speaking directly?
* For you?
* For the relationship?

* For the organization and its work?

C) What are the real risks in speaking honestly?
Beware that our emotions of fear sometimes make it hard to
discriminate between real danger and misplaced or exaggerated

anxiety.

D) What do you see when you look at the relative risks and rewards in

the situation?

E) Make a clear and committed choice whether or not you will deal

directly with this person.
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Step 2. Prepare

Before having an authentic (and potentially challenging) conversation:

A) Determine desired outcomes.

What specifically do you hope to accomplish as a result of this
conversation? Make sure you are not going in for the purpose of
unhelpful goals such as proving you're right or wanting them to

feel bad. Goals may be both tangible and intangible.

Examples of tangible outcomes:
° Re—opening and commit to agreement on a salary raise
* Re-negotiating our roles and how they interact
* Wanting to give feedback and/or a request a change in

behavior.

Examples of intangible outcomes:
. Rebuilding trust that has been damaged
* Wanting to feel that my perspective and feelings are

understood

B) Examine your triggers

Use the lens of triggering to look at your emotional reactivity in this
situation. To what extent are you experience a re-stimulation of past
experience, as opposed to a proportional reaction to the events in this

situation?

C) Set up the conversation

Invite the other to have a conversation and share your desired
outcomes. See if they have additional outcomes. Make sure they are
really willing to have the conversation (otherwise, your chances of a
successful outcome are pretty slim). Consider using a neutral 3rd party

as witness, support, and facilitator.

-
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* Create conditions that best support success. Difficult
conversations are difficult enough without extra barriers. The
conversation should be:
* In a place free of distraction (and with no incoming calls)
* When both parties have clear attention
* When there is adequate time to complete ‘agenda’
*Face-to-face is always far preferable to telephone

(or e-mail) for difficult conversations
Step 3.The Authentic Conversation

A) Deep listening
* Really listen—deeply, opening, without judgment
* Create a safe and inviting space for the other to reveal their
heart and truths

* Do not interrupt; leave space before responding

B) Positive Intent

Make sure your intent is really aligned with your goals. The underlying
purpose and tone of the conversation should be about moving the work
forward, better results, building more effective partnership, the success

of your organization or coalition, etc.

C) Structures and processes that support communication:
* Active listening
* Ask open-ended questions of the other
* Check regularly for understanding
* Talking stone

COMMUNICATION SKILLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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D) Take full responsible for successful conversation.

Facilitate your conversation:
* Keep focused on your outcomes
* Check regularly to make sure the conversation is on track
* Stop the conversation when it drifts into unhelpful dynamics
* Stay focused on what you what to create. Focus on the present
and the future. Dwell less on the past. Take responsibility for
creating what you want, rather than complaining about what you

don’t want.

E) Right speech
The way we speak greatly influences what comes back and the quality of
the dialogue.

* Avoid dialogue inhibitors

* Practice dialogue enhancers

F) Completion
J Clarify agreements and action steps going forward.

* Make sure the conversation feel complete to both of you.
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Debate vs. Dialogue

Adapted by Robert Gass from the work of the Public Conversations

Project & Mark Gerzon, Mediators Foundation

DEBATE

DIALOGUE

Assuming there is a right answer;

and you have it.

Assuming that many people have

pieces of the answer.

About winning.

About win-win & finding common

ground.

Listening to find flaws for coun-

ter-arguments.

Listening to understand, find mean-
ing and areas of possible disagree-

ment.

Defending assumptions as truth.

Revealing assumptions for re-evalu-

ation.

Defending one’s views.

Openness to learning.

Defending positions.

Revealing and exploring underlying

interests.

Talking at each other.

Side-by-side looking together at the

1ssues.

COMMUNICATION SKILLS
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Active Listening Skills

Attending
This consists of postural, visual and nonverbal indicators that show you
are really paying attention to the other person. Three specific behavioral

skill elements are characteristic of “attending”:

* Physical body posture, such as leaning forward in an open,
accepting neutral position (such as arms uncrossed). When sitting
“bold upright”in a chair, legs and arms crossed, one displays the

exact opposite of attending.

* Eye contact is critical, since when you look away from the
person who is talking, you are not displaying attending behavior.
This doesn’t mean you should “stare down” the other person

y P )

just that you must regularly let your eyes make contact.

* Some vocal (but nonverbal) expressions encourage the other
person to keep going —things like a nod of your head, a smile,
or saying “Um-hmm.”These expressions show the other person
that you want to hear more. We all know how to be attentive,

but we are often lazy or sloppy about doing SO.

Active Listening
This group of skill elements is much less common that attending and

has three sub-skills:

. Simple repetition is used only to clarify what you did not
hear —the signal—or are not sure you heard correctly. This is

as far as people go with listening skill, and it is not adequate.

* Paraphrasing, or repeating in your own words what the other
person said, is a more effective strategy for clarification. This
lets you determine whether or not you correctly interpreted the
meaning of what the other person said. Correct paraphrasing
requires more active involvement in the listening process than

simple repetition, but it is a skill that is relatively easy to learn.

TABLE OF CONTENTS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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* The most difficult skill element is listening for feelings and restating
the feeling that the other person has expressed. This skill is difficult to
develop for two reasons: First, you must restate the feeling that the
other person is experiencing in your own words; not just repeat the
term the other person used. Second, (and more frequently) you must
figure out just what the other person’s feeling is. Most people
communicate their emotion non-verbally. This is inadequate in helping

solve the problem.

1. Paraphrasing
*Description: State in your own words what you think the other person

just said (usually, in more specific terms).

* Function: Let the speaker see how his/her statement was

understood, and then corrects any misunderstandings.

* Example: “Oh, I see. Your boss arrives late nearly every day, but

expects you to be prompt, and that makes you angry.”

2. Summarizing
* Description: Integrate related points into a single idea (similar to

paraphrasing).

* Function: Highlights central messages; facilitates agreement or

discovers further areas of disagreement.
* Example: “So, because you doctor doesn’t visit you as often as you'd
like or doesn’t answers your questions clearly, you think she doesn’t

care about you very much.”

3. Acknowledging

* Description: State how the speaker seems to be feeling.
* Functions: Allows the speaker to discover or release hidden feelings,
encourages talking about feelings and their causes, getting at the

underlying problem; shows listener is empathetic.

J Example: “You seem to be feeling mad/afraid/ angry/ confused/etc.”
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4. Encouraging
* Description: Ask that the person give more information about

what happened, causes, and so on.

* Functions: Shows you are listening and interested; helps you
understand more fully the nature of the situation; helps speaker to

“talk it out” and vent negative feelings.

* Examples: “What specifically happened; take it from the beginning.”
“What things do you think caused that?”

5. Supporting
* Description: Give short verbal and nonverbal cues to signal that you

are listening.

* Functions: shows that you are paying attention and encourages the
person to continue talking; gives you time to think before trying to

respond.

J Examples: “Uh-huh.” “T see.” Maintaining eye contact. Nodding of
head.

6. Delegating
* Description: Place responsibility for solutions or ideas back on the

speaker; involve him/her in the solution.

* Functions: Elicits ideas that the speaker might already have; may help
speaker to understand how difficult (or relatively easy) the problem is

to solve; may help you solve the problem.

J Examples: “What do you think should be done about that?” How did
you handle this type of problem the last time it came up?”

-
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“Listening for Feelings...?”

Sometimes people’s feelings are obvious. For example, when someone
is very angry and yelling or is very sad and crying. Often, though, our
feelings are more subtle and less overt parts of the message. Moreover,
you must figure out how to state the feeling without appearing to be

negative or hostile and this make take some tact.

The other person might become very offended if you said, “You seem to

feel very jealous of Paul now that he got the promotion and you didn’t.”

If you are accurate, the other person might be even more offended. A
better way to state this person’s feeling would be, “You seem pretty

disappointed at losing that promotion to Paul”

Consider:

John says, “The office renovation project is way overdue!”
What does he mean?

Does he mean, “We’re in deep trouble and I’'m upset!”
Does he mean, “The project leader on this is in major trouble!”

Or, does he mean, “Our schedule is all fouled up and that upsets me!”

To find out, you might say, “You seem pretty angry that we haven’t
finished the job yet.”
Or, you might say, “You seem upset that people aren’t pushing hard

enough on this!”

John might respond, “Right!”

Or, he might say, “No, I'm concerned that potential volunteers will be
walking around this dump, and they might they we're totally

unprofessional about how we operate as an organization!”

In one sense, it really doesn’t matter, because whatever John’s response

is, you will now know for certain what he really meant.

COMMUNICATION SKILLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Council
Rachel Kessler

Council is a highly structured form of discourse that builds community
and allows participants to know each other and be known in ways that
lead to a sense of belonging and meaning. It requires and develops
listening skills, particularly the art of open and non-reactive listening,
Speakers learn to articulate briefly the essence of what is important to
them.

In council, each person has the opportunity to speak without
interruption about a theme which the facilitator has set at the

beginning. No one can speak a second time until each person has had the
opportunity to speak. We find that timing the speaker is essential in the
carly weeks (or months) to ensure that there will be time for everyone to
speak. Limiting time to 2-3 minutes also ensures that speakers will into
ramble or go into a self-absorbed trance that discourages connection with
others rather than building caring relationship. A volunteer time keeper
can ring a gentle bell 15 seconds before time is up so a speaker can come

to completion.

The facilitator can speak first to set a tone and then move clockwise
around the circle. Someone can pass if they’re not ready; the facilitator
invites those who passed to speak after the circle is complete. They may
still pass and then the second round can begin. This sequential style —
“stringing beads” — is often useful in the beginning to get things going
and whenever you are pressed for time. Going in order tends to
encourage listening and speaking non-reactively, particularly when
participants are encouraged to speak as if they were the first person
addressing the theme, rather than responding to what was just said in

the first round.

COMMUNICATION SKILLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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An alternative form involves people just speaking up when they’re ready.
“Popcorn” style can work well, once groups have developed the patient
listening that comes with the first style and will not all be jumping in at
once. They may need to be reminded not to react to what was just staid,
but remember to speak to the theme as if they were the first person
speaking. This style can also lead to long silences between speakers as
individuals work up the courage to speak. These silences can be beneficial
later when everyone becomes comfortable with silence and when there

is plenty of time. For all these reasons, I suggest that this form be
deferred until several months of listening and speaking practice that comes
with sequential sharing. With popcorn, it is also essential for the facilitator
to ensure that no one speaks twice before everyone has had a chance to

speak.

The role of the facilitator is to set the theme and in the early weeks, be
the first speaker to set the tone, depth and length of the sharing. The
facilitator does not interrupt or respond to participants unless there is an
urgent need to remind someone (gently) to be brief, to relate their
remarks to theme and for, listeners, not to interrupt. The facilitator
models caring and attentive listening and can also encourage participants
by a soft “thank you” after each person speaks. It is useful to offer a minute
of silence after you set the theme for people to think of what they might
want to share. Remind them not to be preparing their remarks while
someone else is speaking and to trust that when it is their turn, they

will find what they need to say.

Ideally, there will be time after the first round for “connections.” This may
be as brief as five or ten minutes or be an open dialogue period for a
longer time. This round is introduced by the facilitator by saying: “In this
next round, I encourage you to acknowledge people who have said
something or if you have had a similar experience. You can also use this
round to clarify or go deeper in what you raised in the first round in light

of what you have now heard from others.” This round is “popcorn” style.

If you are working with a longer time frame, you may occasionally have a

full second round in which each student has the opportunity to speak.
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“Council” may or may not include some ceremonial elements which can
foster a deeper sense of meaning and quality of reverence and respect.
Council comes from an ancient form of communicating, decision-making
and community-building from many cultures around the world. Sitting in
a circle, close to the ground, around a fire and passing some meaningful
object from nature to designate the speaker—this form has appeared in

ancient Greece, Hawaii, Africa, and many Native American tribes.

You may introduce one or more of these ceremonial elements, depending

on your comfort level and the feelings of your students and their families:

1) Placing a cloth in the center of the circle, which represents the

“hearth” of the community

2) Inviting participants to light a candle (or include several candles,

which can be lighted by a different volunteer)

3) Inviting participants to make a “dedication” out loud of in silence as
they light the candle; a dedication may invite a quality such as honesty
or friendship into the council, honor someone who is celebrating, or

ailing, or someone who has died.

4) If candle-lighting has a negative meaning in some of the religious
traditions of participants, you can place a flower at the center, or some

other object of beauty to focus on.

5) Using a talking stick, or rock, or pine cone or something else that has

meaning and beauty for the group.

/
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Many people hunger for the special quality that a council with
ceremonial elements brings to the room. They are more likely to act
respectfully to themselves and one other and to speak about what is
important to them in this context. There are no religious beliefs implicit
in council—the ritual elements simply provide an atmosphere of

profound respect and focused attention.

Be prepared for the possibility that participants will share something
unrelated to the theme you set. This can happen in any safe sharing
circle. It is not necessarily about flaunting or forgetting your
instructions. Often when people feel they are in genuinely safe and
caring circle, they will feel an urgent need to talk about something that

1s pressing.

Closure is particularly important after sharing circle or council. A teacher
should plan at least 10 minutes to transition after circle and before the
class ends. Closure activities give students time to digest and integrate
what has been shared. Sometimes this may be a quiet and serious time.
Other times, a playful game is helpful to make the transition back into

the faster, louder pace of ordinary discussions and life.
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The Council Process
Choose a time keeper.

Introduction: “Moving clockwise in a circle, each person will have a

chance for brief reflections. Then we’ll have ten minutes for dialogue.”

Restate theme
Sample 1: General: How has the quality of public discourse about

(education) (this particular issue) affected you personally?

Sample 2: Oriented to a specific issue

Round one: What is the heart of the matter for you on this issue? What
is your position?

Round Two: “Tell a story from your early years that shaped or

influenced your views about this issue.”

Clarify: Share a specific personal experience and reflect how you felt at

the time. Feel free to pass if you are not ready or prefer not to speak.

Facilitator: Share your personal reflections first to set tone; model

attentive listening; use gentle reminders to enforce Ground Rules.

Timekeeper: Allow 2-3 minutes for each speaker: raise a card 15

seconds before time is up to remind the person to come to a close.

Facilitator: Give those who passed a second change before moving to

dialogue. Encourage respect of right to pass.

Dialogue: Personal Reactions and Acknowledgements

Facilitator invites ten minutes of dialogue reminding people this is not
time for analysis of the issue, but a chance to build community and a
climate for constructive dialogue. Invite brief comments to

acknowledge and affirm what someone else has said that is important to
you; or note common themes or patterns in reflections. Ensure that on
one person dominates conversation or interrupts others. You may want to
model a statement affirming someone else’s statement, whether you

agree with their point of view or not.

J
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Guidelines for Wisdom Circle/Council
Select a timekeeper.

Invite a participant to light the candle and offer a dedication: “I dedicate

this council to...”

a) Invite a quality or principle into this circle, such as honesty, or
community, etc.

or
b) Honor a person: i.e. someone who needs support or who has just
accomplished something or someone who has recently died or been

born.

Facilitator restates theme and reminds people to focus on listening and

let their own remarks come spontaneously, without preparation.

Moving clockwise, each person speaks in turn, with the opportunity to

pass if someone feels not ready or chooses silence.
Allow 2 minutes for each speaker with a 30 second warning.

Allow a brief pause after each speaker so their words can be digested

before the next speaker.

Individuals may choose to pass; the facilitator gives them an opportunity

at the end to speak before anyone speaks a second time.

Facilitator invites “connections” — brief comments
*To deepen remarks in light of what others have shared,
* To honor others or
*To note themes or experiences in others that have had

particular meaning or resonance for them.

COMMUNICATION SKILLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Restate (or invite the group to create) some kind of closing:

For example: a moment of silence; a moment when each person looks
around the circle into the eyes of others; an individual volunteering to
make a statement that closes the council and puts out the candle; the

group all standing and simultaneous blowing out the candle; etc.

- /
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Recommitment Conversations

1. Breakdowns in commitment conversations happen.

2. Powerful tools exist to deal with breakdowns.

Actionable Complaint

The purpose of an actionable complaint is to re-establish/repair the
relationship in respect and lay ground for future possibilities or to close
the relationship cleanly. It is made right away, generates respect and

teamwork, ends in requests and commitments and produces learning.

Complaint Model:
1. Set context: share goal, intention, permission, be aware of
mood.
2. State and check prior commitment (grounding move).
3. State and check breakdown (grounding move).
4. Give damage report: factual and emotional.
5. Check & inquire for other’s story.

6. Request restitution and offer re-establishment of relationship.

Apology (when we break the commitment)

Elements of an apology:

1. Set the context.

2. Review and check prior commitment (grounding move).

3. Acknowledge and check breakdown (grounding move).

4. Apologizer acknowledges and checks the breakdown.

5. Apologizer inquires into the other’s perspective and asks for a
damage report.

6. Apologizer offers his/her perspective.

7. Apologizer offers (and/or asks the receiver what would constitute an

acceptable restitution).
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Additional Communication Skills Resources

Claire Raines Associaton and Leslie Sholl Jaffe Consulting. Presentations

and Keynote Speaking.
Hawkes, Suzanne. News Conferences: Tips for Success. 2010.

Scott, Susan. Fierce Conversations: Achieving Success at Work & in
Life, One Conversation at a Time. New York: NY. Berkeley Publishing.
2002.

Showkeir, Jamie and Maren Showkier. Authentic Conversations: Moving
from Manipulation to Truth and Commitment. San Francisco, CA: Berrett-
Koehler Publishers, Inc. 2008.

The Center for Nonviolent Communication.

Whitworth, Laura and Kimsey-House, Karen and Henry Kimsey-House
and Sandahl, Phillip. Co-Active Coaching: New Skills for Coaching
People Toward Success. Mountain View: CA. Davies-Black Publishing.
2nd Ed. 2007.

J
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Facilitating Groups
Robert Gass

A facilitator is committed to the success of the group in meeting its goals.

Facilitation is an example of servant leadership:
* Success depends on the Willingness of the group to follow the

suggestions and direction of the facilitator.

* The facilitator earns this trust only through his/her ability to act fairly
and impeccably in serving the vision of the group and process of the

meeting.

Groups must be able to count on the neutrality of the facilitator:
* Facilitators should usually not participate in the context of the meeting

when facilitating.

* When essential to give your personal opinion on content, first let the

group know you are ‘stepping out of role’.

* While possible to facilitate when you are the actual leader of a group,
you must be very clear about what power the group does or doesn’t have

to make decisions about the items at hand.

* Many leaders prefer to hand over facilitation duties to someone else,

leaving them free to participate in the discussions.

There are many styles of facilitating:

* Like other forms of leadership, facilitation is as much about who you
are, as the tools you use.

* Each facilitator must evolve a style that is natural to their personality.

* Different organizational cultures will respond better to different styles

of facilitation.
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Meetings

The success or failure of many meetings is determined before people
ever enter the room. Some of the most important work of the facilitator
begins in the process of conception, convening and planning a group

meeting (see “tools for meeting set up”).
g g P

Once the meeting is underway, the facilitator moves the group step-by-
step through the agenda. Even with the best of planned agendas,

meetings do (and should) have a life of their own:

* Skillful facilitators find a balance of keeping the group to the agenda,

while knowing when to run with the unplanned magic of the moment.
* If you attempt to control groups too tightly, they rebel.

* If you leave too much slack in the reins of leadership, groups become

chaotic and inefficient.

The facilitator must simultaneously track both the content of group

discussions and the process and energy of the group.

Monitoring Content
Though usually not actively participating in the actual substance of the
discussions, the facilitator must be tracking the content well enough to

be continually evaluating:

* Is the process focused and on track to accomplish the chosen task?

* Is it clear to members where and how to focus their comments to best
achieve the needed results?

* The quality of thinking, problem solving, and decisions—

* It’s not enough to complete the task. Is the group giving its highest
quality and productivity? Are the results of the group’s work sufficient

to meet the need? How can we ‘raise the bar’?
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Monitoring Process
The greatest Challenge for many facilitators is to track at the same time

the process and energy of the group, monitoring:

Time

* Is the process keeping to the allotted time?
Participation

* Are some members dominating in an unhealthy way?

* Are significant numbers of people not participating?
Collaboration

* Is the nature of the process helping building team cohesion?
Energy

* Is the quality of group energy appropriate to the task at hand?

Multi-tracking

Skillful facilitation demands considerable awareness of multiple factors.
The ability to simultaneously monitor more than one process at a time is
called “multi-tracking.” It is beyond anyone’s ability to closely watch all
the above mentioned variables at the same moment in time. By being in

a state of heightened alertness, an experienced facilitator will start to pick
up warning signals from the group when they cross a certain threshold of
intensity, in the same way that a good driver is continuously scanning the

road ahead and picking up potential hazards.

Some helpful hints:
* Imagine that you have several scanners like radar. At set intervals,
perform a mental scan with each of your radars: How is the group energy?

Levels of participation? Time?

* Use the group to monitor its own progress. Take “preventative”
I-minute process checks every hour or so, asking the group to evaluate

the quality of its own work and process.

* Have someone in the group sit out of the proceedings and act as a
“witness to the process.” Invite them to sit next to you, and offer you

and/or the group input during the course of the meeting.
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* When the process seems like it might be ‘off” but you’re not sure
what’s going on, try asking the group: “It feels pretty down in here. 'm
not sure what’s going on, but let’s take a quick pulse-- ‘How are we

doing? 7

Interventions
The deal is to intervene proactively, before any of these variables

become major problems.

When making an intervention:
* Come from a place of inner resourcefulness. Anxiety about whether or
not a group will respond well to our suggestion often evokes resistance.

Your centeredness and relaxed confidence will usually be reassuring to a

group.
* Be positive, friendly and respectful.

* Your good rapport and contact with people greatly lessens resistance to
your interventions. Don’t blame the group—people will usually get
defensive. Be committed to their success, not your own performance.

People respond to your caring.

Although interventions include a vast array of behavior, in general:

1) State objectively the situation you are trying to redress.

2) Then offer a clear suggestion of how to get on a better track.
. Making an observation without any suggestion of how to proceed may

open the group up to a long, unproductive discussion of process.

3) See if you can get the group to quickly accept your suggestion.

* At all costs, you want to avoid debates about what process to use.
Often, any suggestion that everyone agrees to will work just fine. If there
is resistance, don’t be defensive or attached to your proposal. Keep the
conversation tightly focused on positive suggestions of how to move the
group forward. Bring the group to agreement on the process as quickly as

possible.
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Types of Interventions

There are basically three varieties of possible interventions:

1) Restructure process:

* Change the group process by re-organizing the structure of the dialogue
(dyads, small groups, etc.); using problem-solving processes; inserting a

“process-break” or changing the original agenda.

2) Re-focus content:

* Harness the group’s work output by re—focusing conversation on the
original topic, approaching the same topic from a different perspective,
or changing topics completely.

3) Shift energy:

* Change the feeling-tone and energy of the group through feedback,

inquiry, confrontation, suggestion, inspiration, or modeling.

GROUP FACILITATION SKILLS

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010

5



Examples of Interventions

Problem #1: Stuck and unable to solve problem.
Change structure:
“We seem to be stuck. Would you be Willing to try a different

approach?” Use a problem—solving process.

Refocus content:
“We don’t seem to be getting anywhere on this track. Let’s focus
on...”

Shift energy:
“We're getting pretty bogged down. Let’s take a break, maybe
get some fresh air...and see if we can’t come back ready for a

breakthrough 7

Problem #2: Discussion is unfocused—comments are not
building towards resolution.
Refocus content:

“It seems like the conversation is wandering. For the next 15

”»

minutes would you all please focus your comments on ...

Restructure:
“It looks like we are talking here about three different issues:

, , and . Let’s spend 10 minutes working on

”»

.Then we’ll turn to and

“Let’s break into three subgroups, and take some time for each

group to really delve into one of these topics.”

Shift energy:
“It seems to me that our comments are not well focused. I ask
that each of you reflect before speaking, and make sure that what

you are about to say will really move the action forward.”
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Problem #3: One or more people dominating or significant
percentage of group tuning out of discussion.
Re-structure:
“I would like to hear now from the people who haven’t spoken
yet.”
“I'd like to ask that those who have been speaking a lot to please
hold off for a while and give others a change to speak.”

Shift energy:
“I'm noticing that number of us don’t seem to be participating.

Let’s all getin the garne.”

Problem #4: Boggy, tired energy.
Re-structure:
“Take an energy break or use a structure that tends to rise

energy such as brainstorming or dyads.”

Re-focus content:
“I'm noticing that energy is low. Are we focusing on the right
issue? Or is there sornething else that we would have more

energy for?”

Shift energy:
“Our energy seems boggy. This issue deserves our best. Can we all wake
up and give this our best energy...or should we take a break/call it a

day?”
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Problem #5: Non-productive dissention or conflict with no
listening.
Change structure:
“We don’t seem to be getting anywhere like this. I suggest we use
a talking stick for a while, and see if we can’t begin to hear each

other better.”

“Let’s put on the flip chart what we agree on, then clarify the

actually areas of disagreement and work them one by one.”

Re-focus content:

“It seems that we have trouble agreeing on . Instead, wh
g gon___ , why
don’t we look at and see if we can get on the same
page together.”
Shift energy:

“Hey, we have a great confrontation brewing here. Why don’t we
save it for the WTO?”

“I'm really concerned that if we don’t start really listening to each
other, this meeting will be over and we’ll have no budget. Please,

remember we’re on the same team here. (Pause) Let’s try again.”

Problem #6: Going off on a tangent.

Change structure:

“We're gotten off topic here. Do people feel it’s important to spend more
time on this?...If yes: “How about another 10 minutes?” or “Why don’t we

return to this topic after we reach completion of the agenda topic.”
Re-focus content:

“Part of me thinks this discussion is really interesting, but I think we’d

better get back to ? Can we agree to do that?”
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Problem #7: Disruptive individual members.

Change structure:
“John, you seem to have a lot of energy for , but it’s not
where most of us seem to be. Is there something you’re needing
that would help us move on? (Sometimes a short time focused on
the needs of one or two members proved to be a worthwhile

investment.)

Re-focus content:
“Molly, the rest of us are focused on . Are you willing to

join us?”

Shift energy:
“Charlie, I'm finding that the way you’re participating is making
it hard for us to get the job done here, and our time is precious.

Please, please do whatever you can to help us get moving.”

Problem #8: Side conversations; group not sharing focus.
Change structure:
“I'm noticing we’re breaking into more than one conversation.
Let’s make sure that we all want to focus on ___. If not, perhaps

we should shift topics.

Re-focus content:

“Come on folks, let’s stay focused on

Shift energy:
“Could we perhaps limit our conversations to only three at a

time.”

Problem #9: Quality of work outwork sub-par.
Change structure:
“We’ve taken it to a certain point, but I'm not convinced we have

the best solution. Let’s try . (Use problem solving process.)

Shift energy:
“We’ve been working hard, but I know we can work smarter and
better. What do you think we need to do here?”
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Problem #10: Pace of conversation too fast; insufficient listening
and reflection.
Change structure:
“This is a really important decision. It feels to me like we should
slow down the pace and make sure we have a good and thorough
process. Let’s do a go-around with a talking stick”
“Would you all be willing to leave a five second pause after

someone finishes, before speaking?”

Shift energy:
“This is an important conversation, and I think we need to drop
down a level here. Would you all be willing to bring your
best attention and listening here? Let’s take a few moments of

silence and then slow it down...”

Problem #11: Pace of work too slow; not achieving results
efficiently.
Change structure:

“I think we could be more productive if we broke into small

groups for 20 minutes, giving each group the responsibility for

”»

Re-focus content:
“I think we can get this one more efficiently if we focus all our

»
comments on _____

Shift energy:
“Hey folks! It’s 2:30. Let’s pick up the pace!”
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Problem #12: Falling behind in agenda.

Change structure:

“The last conversation was good, but we’re now about an hour behind in
the agenda. I suggest that we postpone discussion of _____until next

month, and move ahead to . Is that okay with everyone?”

Re-focus content:
“We’re falling behind where we need to be. Please make sure that your

comments are really, really important to completing this item.”

Shift energy:

“O.K. I've just checked in with where we are in the agenda. At this pace,
we should be done somewhere around 4:30 tomorrow morning. I don’t
know about you, but I was planning on going home tonight. We have to
pick up the pace, O.K.?”

Problem #13: Group proceeding to closure without high level
of buy-in.

Change structure:
“Let’s take a break in the action and make sure we’re all really on
board. I'd like to request a couple of minutes of silence. Perhaps
we can each check inside and make sure we feel right with this
decision. Then I'd like to pass once around the circle and hear
from everybody their level of commitment to this decision...
1-10... ‘1’ means you totally disagree... ‘10’ means you're 100%

on board.”

Re-focus content:
“I’m not sure we’ve arrived at the best decision. Let’s take five
minutes to play devil’s advocate and see if we can shoot holes in

this plan.”

Shift energy:
“It’s decision time! We’re about to set our organization on a
course, and I can’t tell if we’re all on board. Now would be an

excellent time to surface any concerns...”
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What to do about major breakdowns?
It’s obviously hard to give a generic answer, since it depends on the

problem and the diagnosis. But here are some examples:

Change structure:
“This meeting is going south fast. Would you be Willing to all go
with a suggestion for a way to us back on track? Here it is

7 (1. Fishbowl 2. Council 3.___).

“I propose we take a break. How about I’ll get together with
several of you and see if we can’t come up with a way to make

this work? Any volunteers?”

Shift energy:
“Hey folks, I'm doing the best I can to serve you and get what we
need from the meeting. If we don’t shift the way we’re working
together, I'm afraid we’re all going to leave here pretty unhappy.

Please, please help me out!”

“I think we’ve been successful at achieving total meltdown. Yes? O.K.,
this is pretty left field, but we’ve got nothing to lose. Let’s all
1. Dead ants
2. Five-minutes all out dancing
3.Take a few minutes of silence. Reflect on what we’re most
deeply committed to in this organization...Now let’s go around
the circle once. . .each share whatever is in your heart.
4. Go outside for 20 minutes. Make a list of all your frustrations,
complaints, and negative feelings. I'll leave a garbage can by the
door. On your way back in, ceremonially drop the paper (and our
egos) in the garbage can, and let’s see if we can’t come back and

get some work done.”
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Moving Groups from Limitation to Possibility
Robert Gass

1) Deep listening
It is difficult to let go of the past without having been heard. As a leader,
your task here is to let people know you really want to hear their

situation, to bear witness to their pain and frustration.

2) Catharsis
Feeling like a victim is an emotional, energetic experience. Part of letting
go of the past may be an emotional or physical purging. This may happen

spontaneously, or can be ritualized.

3) Evoke purpose and vision
People can be inspired out of their helplessness. At the right moment, a
leader (or a group process) can sound a note of hope, of possibility, that

resonates in people’s hearts, awakening their power.

4) Confront

There is a thin line between listening compassionately to peoples’
frustrations, and colluding in their perceived helplessness. At the right
moment, groups may be best served by confronting head-on their
victimhood. Be a mirror to the group. Help them see the consequences
of remaining in this state. Think of rousing someone from sleep in an

emergency.

5) Shift energy
Again, at the right moment, the energy of a passive group can be turned

by humor, teasing, modeling, or a physical activity.

6) Shift perspective
Using tools like re—framing to create conceptual breakthroughs in

Top Ten Screw-Ups for Facilitators
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Top Ten Screw-Ups for Facilitators

1) Getting tight and controlling like an insecure substitute teacher...
watching the group rebel like unruly school kids. . .as you get more and

more tight.

2) Letting the group go on and on...getting nowhere. . .painfully watching
the life, energy and commitment drain out of the group... and just letting

it drag on.. .dying in front of your eyes...and you watch.

3) Allowing the interaction to become all hub and spoke with you at the
center. A concern is raised. You try to fix it. There’s a question. You answer

it. There’s a suggestion. You evaluate it.

4) Being unwilling to make tough confrontations because you want to be

liked.

5) Engaging in long, long, long “discussions” about which process to use.
6) Arrogantly scolding the group for not doing it right (like you had no
part in it) making them feel badly. ..then criticizing them for getting

defensive.

7) Never clarifying where the power to decide really lies in the group...

and watching everything unravel.
8) You join with the group in descending into a bottomless pit of internal
process, while all connection with the larger organization and external

reality is lost.

9) Subtly (or not so subtly) pushing your own point of view and agenda
while pretending to be “facilitating.”

10) Allowing time to be completely eaten up on the first two agenda

items and never getting to the most important Challenge facing the team.
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Running Effective Meetings
Robert Gass
Pre-planning
Gather input for agenda.
* Keep a running list during your work week.
* Brainstorm possible agenda items.
* Gather input from co-workers. Make sure they have an

opportunity to give input before the agenda is set in concrete.

Focus on results.
¢ Make sure meeting activities will actually get you where you

want to go by the end of the meeting.

Prioritize possible agenda items.
Set realistic time parameters for each agenda item.
Do your pre-work.
* Come well prepared to meeting to handle each agenda item.

Inform other group members of final agenda.

* Give people enough information with enough advance time that

they can also come well-prepared.

Getting Started
Make sure people have really arrived and have good focus before
beginning the agenda.
Review agenda.
Ask for input.
* Make sure you have commitment of group to agenda before

beginning.
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Keeping The Group On Purpose
Proceed step-by-step through the agenda.
*Direct the group’s attention so that members always know:
o The agenda items under discussion
o The results that are desired
o What kinds of input are needed from them
Keep all activity and comments focused on the agenda item at hand.
* Groups (and individuals within groups) are prone to going off
on tangents. Help teach your group to discipline its focus.
Keep energy moving forward.
* Be alert to signs of bogging down, going around in circles,
needless repetition, lack of focus. Use process comments or
suggestions of a new focus to keep group energy moving towards
accomplishing the task at hand.
Keep track of time.
* Maintain an overview of the tasks that need to be accomplished.
You may need to:
o Set time limits
o Speed things along
o Prioritize remaining agenda items
o Agree to make changes in agenda
Carefully manage transitions between agenda items.
* Make sure that there is closure on each item, and that the group

all moves together to the next item.
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Getting The Participation You Need
Invite a sense of teamship or “we-ness.”
Monitor and limit your own participation in content; be a facilitator of
process.
Allow silence.
Be gatekeeper when necessary.
* Monitor those who tend to dominate meetings.
* Draw out those not participating.
Deal directly with resistance.
Create open space at end for feedback and other input.

Acknowledge group for its contributions.

Creating Good Closure

Double-check ‘completed’ agenda items: who does what by when.
Deal directly with unfinished business.

Create open space at end for feedback and other input.

Acknowledge group for its contributions.

/

GROUP FACILITATION SKILLS
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Structuring Meetings: Determining Who Should Attend
ARC International

Who attends the meeting is as important as what is discussed.
Determining who needs to attend depends on what you are trying to

achieve. Use the following guide as you consider who should attend:

1. Answer the following questions to determine who has a stake in the
outcome:
* Who is critically involved because they possess relevant

information, knowledge, or expertise?
* Who will be impacted and/or asked to implement a decision?

*Which people carry the greatest influence based on position,

expertise, tenure, charisma, etc.?

* Who needs to better understand the situation in order to reduce
their fear of the unknown?

* Who needs to attend due to their functional position or due to

the politics of the situation?
* Who could act as a credible representative for a number of
people—thus keeping the size down without compromising
productivity?
* What is the range of hierarchical levels required to be involved?
2. Answer the following questions to determine their responsibility in the
decision—making process.
* Who needs to know the outcomes, but does not need to attend
because they can be informed by telephone, email, memos, one-on-
one, or via the minutes?

* Who will make the final decision?

3. Determine who should be there (actual attendees).
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4. Answer the questions below to make “guesstimates” about their
possible interactions.
* Who will probably be enthusiastic about attending? Who will
most likely be turned off?

* Which people have had interaction difficulties in the past?
* What is the overall demeanor of the group probably going to be
aggressive, laid-back, fun-loving, passive, intellectual, or

analytical?

* What is likely to be the general degree of support, or resistance,
to each topic/issue?

- /

GROUP FACILITATION SKILLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010 19



Planning Checklist
Goals & Outcomes
* What do I want to achieve by the end of the meeting?
* Who is the client?
* Who needs to be satisfied?
* Is a meeting the best way to handle this?

Who Should Attend
* Who needs the information?
* Who can contribute?

* Who would expect to be involved?

Amount Of Prior Notice
* How long do people need to prepare?
* What is the meeting date?

Agenda
* What items remain from previous meetings?
* What new items need to be discussed? How much time will be
needed?

Pre-work
* What information can be supplied in advance?

* What should participants prepare before they come?

Room Set-up
* What seating is needed?

* Which room should be booked?
* What equipment is needed?

Focus
* Who will chart the discussion?
* What are the ground rules?

Follow—up
* Who will ensure that action items are completed?
¢ How will information be communicated to those that aren’t at

the meeting?
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Writing Goals

Components of a Goal Statement
1. What must be accomplished?
2. How will the goal be achieved?
3. How will the goal be measured?
4. When will the goal be achieved?

Action Verbs that Can be Observed and Measured

Access Conduct Prepare
Adjust Construct Remit
Agree Control Remove
Analyze Correct Replace
Answer Delegate Report
Apply Distribute Review
Appraise Establish Select
Assemble Explain Sell
Assign Express Sharpen
Build Find Solve
Calculate Identify Spread
Call List State
Choose Match Test
Complete Name Write

Examples of VerbsThat Are Not Observable or Measurable

Be acquainted with Learn

Be familiar with Really understand
Develop an appreciate of Recognize
Develop conceptual thinking Remember

Enjoy Sympathize with
Gain knowledge of Think

Grasp the significance of To be aware of
Increase interest in To know
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Setting Goals Worksheet

What is it you wish to accomplish? Be specific.

What will be different when the goal is achieved?

Measurement Standards
How will achievement of goals be measured (time, cost, quality, results,

etc.)? Multiple standards should be applied to all goals when appropriate.

Resources

What do you need to make the goal realistic?

Conditions and Assumptions:
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Meeting Options Matrix

Determine if this meeting is necessary.

Once you have decided on your goals and outcomes, you need to

determine:

* Participants availability

* Who should participate in discussions

* Degree of involvement needed

. Expertise required

* Diversity of opinion

CRITERIA OPTIONS
No Meeti Meet Group
0 vieeting Selectively Meeting
Tails Individually )
Availability Very Short All Available
Available
Decision You are Shared Among | Entire Group
Authority Empowered a Few Empowered
Involvement or | Not Important Broad
Helpful Comitment
Commitment Needed
Others dividuall
Individua y
. All Involved
Needed to Not Required Necessary nvolve
Implement
Expertise Single View Other’s Views All Views
Needed Adequate Helpful Needed
Diversity of No Conflict Isolated Need Broad Group
.. ) Conflict
Opinion Exists

/

GROUP FACILITATION SKILLS
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Structuring Meetings: Political/Stakeholder Worksheet
1. Determine the goal.
2. Determine what functions have a stake in achieving the goal.
3. Identify the people.

4. Determine each person’s decision-making responsibility.
1= Should be the only one to make the decision
2= Should have approval and veto power over the decision
3= Should be one of those who votes
4= Should be consulted before the decision
5= Should be told about the decision after it is made

6= Have no need to be involved in this decision.

ROLE DECISION RESPONSIBILITY RATING

* Who will be enthusiastic about attending?
* Who will most likely be turned off?
* Which people have had interaction difficulties in the past?

* What is the overall demeanor of the group probably going to be

—aggressive, laid-back, fun-loving, passive, intellectual, or analytical?

* What is likely to be the general degree of support, or resistance, to

each topic/issue?
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Structuring Meetings: Agenda Building

Purpose

* Prepares in advance what the group wants to accomplish in the
meeting.

* Establishes priorities.

* Provides a vehicle for members to provide input before the meeting.

* Informs members so that they can come prepared to participate.

Steps to Create an Agenda

Step 1: Identify a meeting goal.
List the things you want to accomplish in order to achieve your
goal during the meeting. Soliciting agenda items from the

meeting participants beforehand builds commitment to outcomes.
Step 2: Determine who should attend.

Step 3: Determine the types of topics.
Information only. The concise presentation with clarifying
questions only, and no discussion. Ideally only bottom lines are
presented with background information handed out. Often these
items don’t even need to be on an agenda and can be handled by

e-mail or memo.

Discussion required. Presentation of information, clarifying,
hearing opinions and discussion, no action or decision is intended.
This takes longer than information items and pre-meeting

handouts are required and reading them is expected of the audience.

Step 4: Decide the order in which you want to go over the
items (i.e. urgent vs. important).

Step 5: Use principles of group energy to determine the best
process to address items.
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Step 6: Decide about how much time you have to spend on
each item.
The biggest pitfall to agenda building is that people underestimate the
amount of time needed to come to closure on each item. Some guidelines
for determining time needed are:
* If comments or questions are desired after a presentation, add
25% to the time of the presentation.
* If discussion is desired after a presentation, add 50-100%.
* If more than seven people are at the meeting, add 25% to the
above.
* If more than 14 people are at the meeting, add 25% more time

to the guidelines above and use sub—groups for discussion.

Step 7: Identify pre-work required.
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Determining the Agenda Order

There are three methods for determining the agenda order:

1. Ordering by the relative urgency and importance of each item

2. Separating symptoms from underlying issues

3. According to principles of group energy
Determining Urgency and Importance
One method of arriving at a logical order is to consider the relative
importance and the relative urgency of each item.
Important items are those that, when resolved, will contribute materially
to the accomplishment of the organization’s objectives, be they short,

medium, or long range.

Urgent items are those that require, or seem to require, immediate

attention.

. /
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The Agenda Order matrix is a tool for ordering agenda items according

to their combination of importance and urgency.

IMPORTANCE

GROUP FACILITATION SKILLS

URGENT
YES NO
CAT 1 CAT 2
YES
CAT 3 CAT 4
NO
Category 1

Items are those that are both important and urgent, such as putting the

final touches on an important project plan that is due the next day.

Category II
Items that are important, but not urgent, such as planning medium and

long> range activities.

Category III
Items that are urgent, but not important, such as the placement of

copying machines that have just arrived.

Category IV

Items that are neither important nor urgent, such as the formation of
company softball teams next spring. These items should seldom even

make it onto an agenda unless there is a compelling reason to include
them.

A critical ground rule for agenda setting is that any items requiring
advance preparation on the part of the group members cannot be
introduced unless the key material has been submitted to participants

far enough in advance for them to read/ study.
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2. Separating Symptoms from Underlying Issues

It is important to distinguish between the problem and the symptom.

For example if someone has a headache and we treat it with aspirin and
the real cause as a tumor, we have masked the problem. When structuring
a meeting, it is useful to group your issues (or symptoms) to separate the

causes from the effect.

3. Utilizing principles of Group Energy

In all too many business meetings, the leaders are continuing to move
through an agenda while participants have long since stopped listening.
For a meeting agenda to be successful, in addition to selecting the right
content, attention must be paid to the mental, emotional and physical
needs of participants. We all know that “group energy”is a vital

COIl’lpOIlel’lt Of success in groups.

There are some simple general principles or guidelines about group

energy that are helpful in planning agendas:

* Most people will tune out when they passively receive
information for too long. Ideally, presentations from the front of
the room should be limited to 30 minutes. This reality flies in the
face of traditional meetings in many business cultures, which tend
to overuse presentation as a mode of work in meetings. The
consequence of long, repeated presentations is that participants

neither really absorb the information nor buy into the process.

* Liberally use processes and designs that maximize participation.
As well as helping to increase buy-in and ownership, frequent
opportunity to talk is one of the single most important factors in
maintaining the energy and focus of individuals. Brief
(10-minute+) “buzz” groups are one way of breaking up
presentations, helping participants digest information and

generate questions or reactions, keeping energy raised.

* Keep shifting modes. People can stay alert for a 10 hour meeting,
if the meeting format keeps shifting—Ilarge group, small group,
dyads, etc.
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* Engage people’s bodies. In long meetings, it is especially important to
get people out of their seats and moving around. This can be worked into

the design of meetings:

o A milling process, in which people roam through the room

having one-on-one discussions.

o Giving input on topics by having flip charts on the walls and
going from chart to chart to write input (or sticking voting, in
which people vote on options by placing a colored sticky dot on
flip charts)

o 3-5 minute, in room stretch breaks every 60-90 minutes.

Such devices, although simple, have a potent ant positive important on

keeping groups alert and energized.

* Morning time is especially good for content-heavy presentations

or discussion.

* People’s energy tends to be sluggish after meals and in the late
afternoon. These are especially poor times for presentations.
Meeting designs should favor highly participatory activities during

these times.

Test meeting agendas for effective use of group energy. In your mind,
walk through each step of the agenda. Imagine yourself as a participant
in the meeting. Watch were you attention begins to drift, where you get
bored, or where you want to give input. This simple exercise helps
translate the abstraction of a written agenda into what it will be like to

run the agenda in real time with real people.
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Why Sub-Groups?

Breaking a whole group into several small groups, and providing a basic
structure to help them simultaneously improve their assigned task(s), is
a dynamic technique that tends to be underutilized in many group
situations — especially in staff meetings, task force groups and problem-
solving teams. Many groups get caught in the rut of working every
agenda item as a whole group. Not only is this unnecessary, it is
impractical and ineffective. A great deal of synergy and productivity can

be captured with a well thought out—subgroup process.

Unless the main meeting room is unduly small, having the subgroups stay
in the main meeting room and congregate in the corners of the room, or

at each end of the table, is usually very productive.

Subgroup Options
Pairs
Maximizes group interaction — often used during a get—acquainted period

or when there is a need to get everyone immediately involved.

Trios
Allows everyone a chance to speak while preserving a degree of
anonymity since the response or question comes from three people rather

than from an individual or pair.

Quartets and Quintets
Useful for obtaining a sense of the meeting by getting a quick reading on
attitudes and reactions within the subgroups before coming to a group

decisions.

Sextets
Good for Working on a task. The physical closeness and eye contact aid
in communication and the mix of ideas, opinions, and attitudes promotes

creative thinking.

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010




Subgroup Composition

Varying the composition of the subgroup allows you to engineer the
problem-solving or decision-making process. Breaking a group of 15 into
3 groups of five with the charge to reach consensus within their group
allows you to facilitate among three opinions for the final decision rather
than 15.

You may want to mix groups so that each is a microcosm of the whole
you may want to separate people by function or level to be sure to

generate those perspectives.

Options for Sharing with the Whole Group
Once the subgroup’s work is completed, there is a need to report the
results of each subgroup’s effort and ideas. There are a variety of ways to

do this, including the following:

* The larger group reconvenes; each subgroup shares their two
favorite ideas or highest priority items. After each subgroup has
had to change to do this, other ideas/items can be added.

* Each subgroup writes its report on flip chart paper and hangs it
on the wall for others to read. This makes for a useful “break” since
people can pick up a cup of coffee, leave the room briefly, etc., in

addition to stretching and reading.

* Verbal reports are offered by each subgroup, as the facilitator
records the main points on a flip chart or transparently for all

to see.

e Utilize a building process so everyone doesn’t give their whole

report.

* If there is easy access to copier, copies are made of each

subgroup’s result and distributed to every participant.
In planning this piece of this subgroup process, it is important to

remember that the reporting, sharing, and integrating activities should

be brief, varied, interesting, and useful.
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Structuring Meetings: Room Set Up

Introduction

The environment in which the program takes place is often overlooked
as an important factor that influences the effectiveness of the learning
that takes place. The environmental factor includes: the size and shape of
the room, the furnishings available, the color scheme, the temperature,

the lighting, the level of audio and visual isolation, etc.

Room Shape and Size
Room size and shape seems to be a major factor inﬂuencing meeting
quality. A room that is too small may force people too close, and this

will inhibit discussion (or perhaps cause tension and conflict).

The major variables in determining the proper room size are group size,
meeting purpose, and intended meeting procedures. A small group of 5
to 7 people who met to share information using a round robin procedure
may be best at a small rectangular or oblong table. A group of 5 to 7
people who intend to do some solution seeking and decision making will
need a room nearly twice as large. It must have space for standing in a
“huddle” to work, a small table, blank walls instead of heavily draped

ones and easily movable chairs.

Large groups of 10 to 20 people who meet for information sharing using
the guided discussion procedure should use a large room, at least 20 x 30,
and a set up like a “U” shape, circular, or full block for maximum contact
with one another. Similar sized groups who meet for problem solving or
decision-making procedures such as brainstorming or the Pin Card
technique will need an even larger room, perhaps with room for several

subgroups of 5 to 7 people, with easily movable tables and chairs.

An “amphitheater” type room, with rows and columns of chairs firmly
anchored, all facing the front, each row slightly lower than the last, is an
ideal room for a group to set in to receive a lecture. But the amphitheater
set up would not support a solution seeking or decision making meeting

that relied on group discussion.
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In addition to room size and shape, the furnishings in the room must
support the group size, meeting purpose, and meeting procedures. One
massive mahogany oblong table may be pretty and impressive but it’s not
at all flexible. It would dictate that the room in which it sat could only
used for a narrow range of meeting procedures. Smaller tables that can
be linked together in configurations of varying shapes and sizes are more
ideal for a variety of meeting procedures, as are medium sized (not high

backed or overstuffed) chairs on rollers.

Acoustics

A room that is exceedingly large, or has poor acoustics, will also inhibit
discussion. Large rooms also absorb sound readily and make
communication difficult. While you want everyone to hear presentations,
questions, etc. clearly, you also want to be sure small groups or trios can

work together without disturbing others.

Wall Space

A room with a wall of bookshelves, wall hangings, and paintings may be

a fine corporate showplace, but it will severely restrict the types of
meeting procedures that could be used in it No meeting procedure that
required the use of wall space to mount flip charts or pin cards could ever
be used, thus depriving the group of the value of those particular meeting
procedures. These fine furnishings can actually reduce meeting effectiveness
by forcing a group into the “rut” of using a narrow range of meeting

procedures regardless of the meeting purpose.

Lighting and Temperature

Lighting and temperature are also key elements. Groups tend to be more
productive in rooms with evenly distribute lighting, rather than sharply
pointed light sources such a bright sunlight. They also display more
energy and alertness with temperatures in the 72 to 76 degree range. A
meeting facility that allow for full control of its own lighting through
switches and rheostats and its own thermostat for temperature control is

preferred.

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010



Privacy

One other important factor in the environment is the degree of audio

and visual isolation that can be achieved. A meeting is best held in a place
free from loud background noise, and free from visual distractions such as
city skylines, swimming pools, parks, or public highways. A room with a
panoramic or captivating view may be impressive, but it is usually
destructive to concentration and thus to meeting effectiveness. Large
expanses of windows should be draped during the meeting, attendees
should be seated with their backs to the windows, or the meeting should

be moved to another room.

Distance Between Seats

The factors that must be considered in room set-up are the distance
between attendees, and the angle at which they are seated in relation to
one another. Different societies have different interpretations of what is
the appropriate distance between people in various settings. This social
distance is often determined by the relationship of the individuals, the
setting in which they are found and the purpose that brings them
together. While Italians prefer to close in, touch, and even hold hands
while talking, Americans and Germans seem to prefer between one and

three feet between themselves and others.

In business meetings, the arrangement of the room, the distribution for
the attendees and how close they are to others will have a very direct
effect on the meeting, Speaking and listening are facilitated when group
members are separated by a comfortable distance, allowing for the
swiveling in their chairs without hitting others. Direct communications
(and sometimes confrontation) are facilitated when people are seated

directly opposite, or obliquely opposite each other.

People use physical distance in meetings to communicate feelings. They
may push back on their chair from the table when they are feeling part of
the discussion, or when they disagree with the content of the discussion.
Increasing the distance between ourselves and others may show dislike,
detachment, avoidance, rejection, fear, contempt, or anger. Decreasing
the distance communicates desire to be included, to join in the discussion

and fellowship, and perhaps a liking for others in the group.
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Studies conducted in 1967 by N. Russo, show that when people move
too closely to others, and encroach on their personal space defensive
reactions follow. In a meeting setting, this could take the form of
defensive gestures, exclusionary postures, the placing of obstacles
between them, and perhaps verbal responses. As long as the physical
space is too close, people seem unable to concentrate fully, and are

distracted by the proximity of others.
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Shape and Arrangement
Closely allied with distance as a meeting consideration, is the shape and
arrangement of the furnishings in the room. A number of options exist,

such as:

Conference Style Open-Ended “U” Full Block Style

o
s ¥ |
d < |

Classroom-Style Theater Style Discussion
Circle

Each of these options have their advantages and disadvantages, and it is up
to the meeting leader to arrange (and perhaps rearrange) the room to

match the setting to the meeting purpose and procedures.

The conference style, discussion style, and full-block set-ups are all well
suited to the open discussion needed for problem analysis, solution
seeking, decision making, or planning meeting procedures. The
open-ended “U” set up and classroom arrangements are best suited for
lectures, or lecture based workshops and seminars. Theater style seating

is best suited for lectures, presentations, or films.
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The Effects of Seating Position

In the early 1960s, researchers A. Paul Hare and R. Bales found that
where a person is seated in a meeting influences the degree to which
they interact with others. They also found that when given a choice of
seating, individual that are included to dominate others tend to choose

central seating positions.

Hare and Bales also found that people in those central positions tended
to receive more communications from other group members than those
not in those positions. Occupying one of those positions also tended to
cast a person into a leadership role, even though they may not be the
official meeting leader. These “high interaction” seats are often identified

with high status in the group, leadership, and high esteem.

No less startling is the revelation from the work of B. Steinzor in 1950,
than the stimulus value of the ideas and comments from people in those
central positions in a meeting creases, simply by virtue of their greater
physical visibility and impressive impact on others. It appears that King
Arthur was right in his effort to reduce the impact of seating
arrangements on a group, by constructing a round table at which

everyone had a position of equal status.

But even a round table has its lower positions, which tend to be to the left
or right of the person with the most position power in the organization,
usually the meeting leader. Another powerful position is right next to any
piece of needed meeting equipment, such as a flipchart or if someone is

standing anywhere in a room when everyone else is seated.
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Structuring Meetings: Responsibility Grid

Follow Up Person(s) Due

. Outcome .
Action Items Responsible Date

Comments

N

J
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Meeting Planning Worksheet

Think about a meeting you want to have. Using the questions below,

develop an agenda.

1. What is the purpose, goals, outcomes?- Focus on the most important
results.

2.Who are the potential participants (use Political/Stakeholder Matrix)?

3. What type of information needs to be presented and discussed?

4. What is the best process to use?

5. What is most likely to derail you from achieving your results?

6. What is your chief facilitator challenge? How do you plan to meet
that challenge?

GROUP FACILITATION SKILLS ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Structuring Meetings: Agenda Planning Worksheet

TIMING

TOPIC

N

J
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How to Form Participants into Small Groups
Random Grouping

How to Form Random Groups

First, the facilitator must decide how many groups are desirable—let us
say 5; thus participants are asked to count off (1,2,3,4,5,1,2 etc.). Then
the facilitator specifies a location for each of the groups (the 1st go to one

corner, the 2s to another, and so on until all of the groups form).

* Sometimes names are pulled from a hat, with the first five
names being group 1, the second five being group 2, and

continuing until the desired number of groups is attained.

* Another method is to group people by their birthday month—
all January and February birthdays would be group 1, etc.

Advantages
* Whatever diversity exists in the population is likely to be spread
among the groups.

* Friendship groups are split.

* Participants view each group as having equal resources.

Potential Challenges
* Sometimes an especially hostile group will perceive even a

random grouping as being manipulative.

HowTo Respond
* Be sensitive and responsive to their fears.
* Ask that participants get together in groups of five with others
they do not know to get them moving and interested in the events

of the day.
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Homogenous Grouping

When to Use
To permit groups with common concerns to work on joint problems;
in an initial grouping to be followed by a paring of members from each

group; as the basis for a discussion with a representative from each group.

How to Form a Homogenous Group

The facilitator may ask that participants with common concerns group
together to work on joint problems. For example, there may be one table
for elementary school teachers, another for secondary school teachers, a

third for higher education, and another for administrative staffs.
Stratified-Random Grouping

When to Use
To attain a diverse population within a group, whose members might not

ordinarily distribute themselves in such a manner.

How to Form a Stratified Group

The facilitator may ask that participants from each department or
representatives of different divisions form a group. It is important to let
these groups understand how and why they have been selected for
different groups.

Ad Hoc Grouping

When to Use
When involvement itself is the goal and the type of grouping matters
little.

How to Form an Ad Hoc Group

In an auditorium, the facilitator might ask those in the front row to turn
their chairs so they can speak to those in the next row, and those in third
row to turn so they can speak to those in the fourth row. Sometimes the
facilitator begins by having the room arranged with round tables and
chairs. The facilitator then proceeds on the basis that those at a table

become a group.
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Dyads
* Used in paring for observations, in sharing of perceptions and
reactions

* Increase involvement as well as personal reactions

Triads

* Effective in discussing an issue

* Permit a flexibility of relationships; two may side against one-on-one
issue but align differently together

* High involvement

* Possibility of utilization of multiple reactions and resources, and a variety

of relationships.

Groups of Four
* Used infrequently because they permit formation of sides that could

remain deadlocked

Groups of Five
* Used in decision rnaking or problem solving groups

* Used less frequently when the goal is personal reaction and involvement.

Groups of Six or More
* Likelihood that two people will take over so many facilitators give
two groups of three 15 minutes to discuss a problem rather than assigning

a group of six a half hour
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How to Create a Group of Eight

1. Begin with a dyad to create a direct feeling of involvement and

relationship.

2. Ask that pair to join another pair and discuss another question.

3. Ask that group of four to join another group of four.

4. The eight then become a team.

NOTE:

* Build a group of eight gradually so that the participants get to know
each other along the way. Starting with eight right at the beginning

usually produces a complication of relationships.

¢ This same form can be used in building groups of 6 or 10 or any larger

group based on multiples of smaller groups.

. /
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Fishbowls

When to Use

Allows for all to participate in the decision making process either directly
or at least by hearing the negotiations first hand. Since decision making
and discussion of recommendations are often conducted in secrecy and
privacy, the fishbowl frequently has great impact on people who witness

this procedure for the first time.

How to Use the Fishbowl

1. The group is divided in half, or an even number of units.

2. The first half comes into the center and discusses a question while the
other half listens.

3. After 8-10 minutes, the other half comes into the center and discusses

the same question or another issue.

4. In cither event, the group builds as each unit in the center assimilates

and responds as if continuing the previous discussion.

Decision-making

* A representative may be the inner circle with the other participants
listening to the negotiations. Sometimes the “tap in” is used to allow
those on the outside to express their views directly. If someone has
something to say that is pertinent, the outer member taps the inner
member with whom s/he disagrees and takes the place of the person
tapped. The outer member then presents the pertinent view, continues

to stay until s/he is tapped out or leaves voluntarily.
* Instead of tapping out, two empty chairs are placed in the inner circle.

Someone from the outer group who has a comment sits in the empty

chair, speaks, and the returns to her/his former place.
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Elements of an Effective Meeting

Definition of a Good Meeting
°A good meting gets the highest quality results possible by utilizing the

capacity for all involved and building commitment for future action.

1. Plan, Prepare, and Inform
* Determine purpose and outcomes
* Set goals
* Determine who should attend
* Build agenda
* Design meeting to maximize group effectiveness

* Determine room set-up

2. Structure and Focus
* Use a problem-solving process
* Review ground rules
* Identify a decision-making process
* Chart discussion and conclusions

¢ Adhere to time limits

3. Summarize and Record
* Review decisions and plan for actions
* Record agreements and next steps
* Delegate follow-up responsibility

* Communicate to those who were not there
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Characteristics of Effective Groups

Clear Goals and Direction
* Members know that they are striving towards and share the group’s
goals.

* People feel they are part of an interdependent group rather than

isolated individuals.

Open, Honest Communication
* Members share ideas and information freely and actively listen to each

other.

High Trust and Risk Taking
* Members feel safe to participate in the group and are not afraid of being

“shot down.”

* Members venture to share new or unusual thoughts or ideas, knowing

they will not be ridiculed publicly or privately.

Full Participation

* Everyone takes responsibility for achieving the group’s goals.

Positive Conflict

* Differences of opinion are encouraged and conflict is dealt with openly.

Participative Decision-Making
* All of the resources of group members are shared and used; decisions

are usually made by consensus.
Frequent Self-Assessment
*The group periodically examines how well it is doing and criticism is

constructive.

Relentless Focus on Results

* Commitment to creating the results fundamental to success.
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Group Dynamics: Observing Patterns of Group Behavior

Goals and Direction

* Are goals clearly stated and agreed upon?

* Does the group understand the purpose of the meeting?

* Does the group maintain a clear agenda?

* Does the group understand the purpose of each discussion?

* If a discussion gets off the subject, does someone bring it back
almost immediately?

* When action is taken, are assignments clearly made and

accepted?

Communication

* Do members listen to each other?

* Are members getting their ideas across?

* Who talks to whom? How often? For how long?
* Who talks after whom?

* Who interrupts whom?

* What styles of communication do group members exhibit?

Trust and Risk-Taking

* Do members seem willing to propose ideas even if they seem
foolish or extreme?

* How are new ideas responded to?

* Are new ideas built on by other members?

* Do members feel free in expressing their feelings?

* Are there hidden agendas?

* Do people ask how others feel about matters under discussion?
* Are group members free to question ideas/comments by the
group leader?

* Does the atmosphere seem informal, comfortable and relaxed?

GROUP FACILITATION SKILLS
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Conflict
* Is difference of opinion encouraged?
* Are disagreements suppressed or overridden by premature
group action?
* Is conflict dealt with openly; are disagreements surfaced?
* Do disagreeing members express hostility or try to dominate
the group?
* When there are basic disagreements that cannot be resolved, do

these tend to block the group from moving forward?

Problem—Solving
¢ s there an agreed upon problem solving process?
* Does anyone ask for or make suggestions as to the best way to

processed or to tackle a problem?

Decision-Making
* How are decisions made (minority, majority, consensus)?
* Are the resources of all team members shared and used?
* Does anyone make a decision and carry it out without checking
with the other group members?
* Are decisions clearly stated and agreed upon?

* Does the team test for agreement?

Self-Assessment
* Does the group periodically examine how well it is doing?
* Is criticism frequent, frank and relatively comfortable?
* Is criticism constructive (i.e., oriented toward removing an

obstacle facing the group and not personal?)?

Results Focus
* Does the group check itself to be sure it is addressing real
business priorities?

* Are the outcomes clearly defined?
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Group Dynamics: Group Process Observation Worksheet

WHAT IS WHO IS DOING

TOPI
OPIC HAPPENING? Im

Goals and
Direction

Communication

Trust and
Risk-Taking

Participation

Conflict

Problem-Solving

Decision—Making

Self-Assessment

. J
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Group Dynamics: Sociogram

The “sociograrn” is a useful tool for examining how a team is functioning.
It allows you to capture data on critical group processes. The following

question will help you as you observe group patterns.

* What were the patterns of communication within the group?
o Who spoke to whom?
o Who talked, how often did they talk and for how long?
o Who triggered whom in what ways?
o How did members feel about the amount of their participation?

o What could have been done to gain a wider audience?
* What was the information easily obtained by all group members?
Did group members share their information appropriately, request each
other’s information and create the conditions under which the

information could be shared?

* Were the resources of all group members used? Was everyone listened
to?

* How cooperative or cornpetitive were the group members?
* How did the group make decisions?

* What problerns did the group have in Working together?
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Group Dynamics: Sociogram Worksheet

Sociogram Interval:

Use one sheet for each interval. Label the circles with the names of the
group members. Indicate a message from sender to receiver with an
arrow. When someone sends a message to the entire group, indicate this
with an arrow to the center. Indicate the frequency of the message
sending with tally marks. Place an “x” in the member’s circle every time
he or she interrupts or overrides another group member. Place a check
in the member’s circle every time he or she encourages another member

to participate.

(O
O O
OO

. J
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Additional Group Facilitation Resources

Leonard, Dorothy and Walter Swap. Deep Smarts. Harvard Business
Review. 2004.

J
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How to Give Effective Feedback
Robert Gass

Try to be helpful.
* Make sure you are truly coming from a desire to be of help,
rather than “feedback” being a guise for dumping your upset or

frustration on someone.

Choose an appropriate time and place.
* Person feels ready to receive feedback

* Setting is free from distractions and interruptions

Stay in Contact.
* Monitor the impact your words are having on the receiver. Be

alert to overload.

Focus on observable behavior.
* Avoid assumptions or interpretations of what you think behavior
might mean. For example, “I have difficulty when you...” vs.
“You’re being rude.” or “You're trying to sabotage the process.

* Present your perceptions as just that. . .not ultimate truth.
Be specific.
Be selective.

Speak for yourself.
* Avoid bringing the opinion of others into the feedback.
E.g “Everybody thinks...” “People feel...” “Managernent. L

Balance positive and negative feedback.
e It is difficult to hear only critical feedback without feeling
discounted.

* It is difficult to believe only praise.

When giving corrective feedback about behavior, be sure to affirm the

human being.
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ON GIVING FEEDBACK

Giving feedback is one of the most powerful teols of the agent of
transformational change. Some crteria for skilful feedbark:

1. Avaiability of .

= | someone & not willing to receive your Teadback, it’s not likely to be
usaful

= Easiest for fecdback to be received when it’s requested.

= I not requestad, then best to ask permission before [aunching into
feadbaci.

= I5it a good time to be giving feedback? Wait if the other person
appeas disiracted, emciionally trignered, or otherwise not present.

£, Crgate confext for feetback

= Be clear to yourself and the other(s) on the purpcse of giving the

= Teedback

= When possible, create a context of semething to which you're both
committed: the organization, shared values, agreed-upon goals,
improving your refationship, etc.

3. C ionate intert and t
The purpose of Teedback is to create positive results. Make sure your
intent is positive. {(Not, for example, an excuse to vent frustration.)

Quite simply, while giving feedback, try to hold the other (and yoursel) n
a fied of love.
*He iomid whenever possibie. 11's aways possiido. ™ The Datai [ ana

The content and delivery of your feedback should be an expeession of
your caring and commitment. Obviously trying to give feedback when
you are emoticnally triggered will usually be unskiliful. The more the
communication comes with compassion, the easier to receive and make
use of challenging mformation. {note: you can even talk about your
fealings or anger or upset with someone from a place of caning and
compassion.)

Copynigiht Aobet Gass 210 weaw SacredimiDn oom
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4. _Presence of Giver

Giver shoukd be prasent, connected to his/her purpose, and relaxed in
offering ther perspectives. The 53% of communication that 5 non~verbal
should support the successiul deivery and recefving of information.

a2 Helgful

= Receiver can do something about it {e.g- don't give feadbark cn the
large size of ther nose)

= |Improvement onented—more focused on opportunities, what 5
possibie and what can be learned or improved, rather than whese
somecne is shuck or dwelling on past falures

£, Clegr

Feedback needs to be & understandable to the perscn receiving feedback.

Specific axamples are usually helpful Litimately, the receiver gets to be

the jJudge of whether or not it was clear.

= [Don't assame that just because certain words came out of your
mouth, that the other has received acihually your messane

= [(Hien useful to request that the recenver of feadback refiect back or
summarize what they have heard

This tsahetterflaneﬂmn "pusmve'al:l ﬂfa&cl:m::k should
be desgned to have positive mpact.

Lisually, cne should offer a balance of the two. I the truth is we have
ondy affirming feedback and no suggestions, this s Tme. But hearing only
sugnestive feedback with no afirmation will often cause pecple to feel

el i s
R IR

¥When someone olwiously struggles with major issues of saif-worth, you
may wish to tit the balance of feedback towards affirming.

We usually begin frst with affirming feedback. While the feedback
“sandwich® (encliosing the suggestive feedback between two pieces of
affiirming feedback) is not necessary, and may come across ke a
management technique, it § uwsaally good te end the feedbark session
with some kind of positive energy that affirms your caring or commatment
to this person, your bebef in their capacity to leam and grow, efc

Copyright Roben Gass 2010
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a) I:lahmal fee:l::l{:k {“Isee’}
Feedback about somecne’s behavicr and its impact that 5 obsarvable

through sensory data. A Martian anthropologist studying the same scene
would be able to see or hear something happening.

exarmpie:
“You delverad the report yesterday rather than twoe weeks ago as
promised.”
“Your evals for this last traming were all 9°'s and 10°5."

b) how they impact you (*l feel.™)
How you persondlly feel about some behavior.  Derives its validity from
being the truth of your experience. Doesn’t tiaim to be any more.

“| fedt frusirated that the report came in late.™

“ fed really pleased about your scores on the post-iraning evals.

c) intuitive feedback ("l imagne.”
Your of things. Should be offered as an opinion, leaving the persen
free to test aganst their own experience amnd insight.
“l wonder if the report was late because you've been 50 Over-
committed since the depariwre of one of your organizers.™
“I’'m mmaginng the extra time you put into prep for the training
really pad off.”

Very often, these three forms of feedback may be combned. For
exampie, you have some objective feedbark about ther behavior, then
describe its mpact on you, and perhaps offer an intespretation.

- mﬂlymmgwnghehawmlfeadhant,refﬂ'tnynurﬁenﬁnwdata

= Behavioral feedback s usually the easiest to receive. The kess
relational contaxt and trust, the more you should be forusng on
behavioral Teedback.

= ¥hen giving feedbark on how you feel about someona's behavior,
make sure to distinquish your personal fealings from your ntuitive
feedback (i.e. ppt=  *| feel that you’re angry at me because you...”)

= |mportant avoid attrbuting motivation to peoples’ behbavior. We don™t
really imow what lies in the heart of another, and pecple may
experienced this as invasive or insulting.

Copyright Robet Gass 2010
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= [|ntutive feedback is easier o receive when there trust present m
the relationship.
= ¥When offermng ntuitive feedback, it's best to begin with statemants
that make it clear that you don't know for sure, and give people lot of
space to agree or disagEee:
-"lwondes .. "] magine it might be possible that_ "
- “'m going out on an imuitive limb here, but_..”

W (except when measwing aganst defined criteria)
Statements ke “You're rude™ or "You're inattantive!™ tend to be

inflammatory. Point to the behaviors. (see #8)
= [n performance siluations, it is appropriate to offer evalsations of
behavior such as, “Your reports aren’t meeting our standards.™ or
“¥You kave not been doing an adequate job of supervising -
= But be prepared te give evidence to support your evalsation

10, Try to avoid “third-party” feedback,
{e.g. Well sp-and-so said..." or “Others on the team feel...)
It"s often impoessble for the other pesson 1o validate, can nduce

paranoia, and may stir up trouble between others.

11 Feedback i t adhi
Offering advice, suggestions, wise counsel, et is different from
feedback, which simply offer reflections or mformation. 'We may choose
to also offer advice based on feedback, but we should carefully
distinguish these two. {see handout “On Giving Advice™)

- mﬂlgmgfee:lnﬂ,ynua'eIicelytnhavesnmempac:tnnmuther
human being. B2 commitied to deal with what B evoked.

= Be wiling to be present for any emoctional reactions in the receiver

= |f possible, refrain from msstng that the person respond on the spot.

= Pegople often need time to digest feedback. If you push for
immediate response, you may get a less thoughtful or triggered reply.

12} Criteria f ating feedbar)

a. Did the person{s) receiving the feedbark experience it as useful?

b. Did it help achieve the purpose for giving feedbark? Did it lead to
useful results?

c. D it buid partnership that supports the ongoing relationship?

Copyright Robert Gass 2010
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How to Receive Effective Feedback
Robert Gass
1) Breathe.
Use state-shifting tools to stay present.

2) Adopt a mindset of discovery.
Remember your purpose, your desire to improve. Bring openness and

curiosity.

3) Really listen
* Listening to feedback does not automatically mean you agree or will
have to change anything.

* Make sure you actually hear the information

4. Restate and clarify
* Test your understanding with the giver of feedback

* Ask for more information if necessary

5. Sort for what you agree with

* It’s always easy to find out what not “right” about the feedback:

“I was only late 2 times, not 3.”“Look at the extenuating
circumstances.” Perhaps their delivery wasn’t perfect. etc.

*You will learn more if you look for what might be true or useful about
the feedback

* Pay attention to what sounds familiar about this feedback. When or
where have you heard similar things. How does this fit with what you

already know about yourself.

6. Hold disagreement

* If you feel defensive, hold off responding to the feedback

* If necessary, offer to get back later to the person when you are no
longer reactive

* Do respond when you are ready, so that the interaction is completed

7. Acknowledge the giver of feedback
[t is a risk to give feedback. Make sure the person feels rewarded and

encouraged to step forward again.
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The Eight Minute One-On-One

Description:

Paired dialogue with several partners.

Objectives:

* Provide an opportunity to repair and/or enhance working relationships.
* Give participants an experience of the power and effectiveness of open,
candid communication.

* Give participants a change to give frank and candid feedback to each
other.

* Create partnership and a renewed sense of team with others in the
room.

* Begin the process of essential behavioral change right there in the room.

Before beginning, let the participants know that:

* They are going to be doing an activity aimed at building partnerships
and teamwork.

* There will be a number of instructions for doing the activity.

*You are going to break the instructions down into manageable chunks,
but still require their careful attention.

J They will require something to write on and something to write with.

Instructions:

1. Ask participants to make a list of everyone in the room with whom
they have a working relationship—at the top of the list, start with those
people who they work with the most. Reiterate that the people on the list
must be in the room. Ask them to leave some space between names

because they will be doing some additional writing,

2. When they are finished, begin by asking them to listen very carefully to

the complete set of instructions to follow before attempting to begin.

3. Ask them to rate the quality of the Working relationship they feel they

have with each person on their list, using a scale of 1 to 10.

FEEDBACK ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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Before they start making the ratings:
* Describe what the ratings mean and how each rating pertains to the
relationship, not the person — in other words, it involves them as much

as the person named on the list.

* Be very clear about how the rating they give to the relationship is about
the dynamic between the two of you, not about the individuals

themselves.

* Emphasize that they are fully responsible for co-creating the quality of
the Working relationship.

4. After you have completed the explanation and feel they understand,
y P P y
give them some time to accomplish their ratings. Also, ask them to write

down some brief notes next to each name explaining the rating,

5. When they are finished rating, tell them they are going to get the
chance to talk to some of the people on their list and —since you don’t
think they often get the chance to have this kind of frank and candid
dialogue with their colleagues — you are going to give them some
suggested language and some criteria for the dialogue to make it easier

for them and to help ensure successful outcomes.

6. Reveal the first chart (prepared in advance):

Chart 1: The Mingle

”»

“The way | rated our Working relationship is

»

“The reasons I did are

“What I'm willing to do differently to improve our relationship

»
1S

“What I would like for you to do differently is 7
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8. Explain the chart. This is suggested language; it might help them enter
the dialogue more easily. Let them know that the number of the rating is
not the important part, but that it serves as a launching pad for a
meaningful dialogue. The last two statements on Chart #1 are actually an
invitation to discuss (and come to some agreements about) what they both

can do to make the Working relationship work better.

9. Reveal Chart # 2 (prepared in advance):

Chart #2: Criteria
e Tell the truth

* Have positive intent

* Presume positive intent

10. Explain each of the bullets on the chart. The under-pinning here is that
the whole activity is designed to create a positive outcome. They should not
use the positive intent of the activity as an excuse not to say some of the
difficult things that may need to be said.

11.Take any question about the instruction to this point.

12. Now let them know how the activity is going to look:
* They will have 8 minutes to talk to each of the people on their
list.
* You will keep time and let them know when to switch partners.
* When you say, “Go,” they will look at the top of their list and
then find the person.
* For many, the first person on the list will already be “taken” so
they will need to proceed down their list until they find someone
who is available.
* Once people link up, they should sit down face to face and
proceed with their dialogue.

. J
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There might be a few people in the room who can’t find a partner for a
particular round — give them an alternate assignment, like hooking up
with someone who is not “taken” and get to know who they are and what
they do. Tell them that if they can’t find a partner for any particular round
to make sure they have a partner for the next round. No one should sit out

more than one round.

13. Consider stopping the group after the second or third round and
encouraging them to take even more risks, go a little deeper, and create

even more value in their exchanges.

14. Complete as many rounds as a time, the size of the group, and

people’s energy allow.,

15. Debrief. The debrief can focus on:
* The kind of value they believe they created for themselves and
the organization.
* What they learned.
* What was difficult or easy about the process.

The debrief should always end with a discussion of what participants will

need to create/ensure this quality of dialogue back at work.
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Round-Table Team Feedback

Description
Structured team feedback opportunity.

Objectives

* Promote the free exchange of information within the team.

* Increase the clarity of understanding concerning the “current states” of
the team and its members.

* Elevate the level of dialogue (including listening skills).

* Apply feedback as a powerful tool for continuous improvement of
individual and team processes/performance.

* Celebrate the potential of team collaboration.

Before beginning:
* Do not attempt this process until all team members have had instruction

in —and practice with — giving and receiving feedback.

* Clearly position the round-table session as an opportunity to improve
team awareness, cohesion and performance, anchored in shared goals and
positive intent. (Do this every time, even after it has become “routine”™

like a ritual, it helps to keep the process appropriately focused.)

Instructions:
1. Allow people time to plan and prepare brief (2-minute) personal
statements about themselves:

* Lessons I've learned recently

* How lintend to apply those lessons in my work

* The value of those lessons in my contribution to the team

2. Then allow people time to plan and prepare for very brief (60-second)
feedback statements for each of their teammates:
* What I have observed in your behavior that really works —really

promotes team values and business results.

J
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3. Establish the process:
* Each person presents his/her personal statement
* Each teammate provides direct feedback
* The person listens to the feedback, can acknowledge with a nod or
a thank you, but cannot respond at the time.
* When all teammates have provided their feedback, the person
simply says “thank you,” and the process move to the next person '

(clockwise).

4. When the roundtable is complete, the team agrees upon appropriate next
steps; options include:
* Continuing open-frame discussions, based on the information just
exchanged
* Contracting between teammates to conduct follow-up dialogues as
needed
* Letting the new information “settle and germinate” without any
further dialogue at this time (and agreeing if and when follow-up will
occur)

* Whatever the team (or its leader) feels most needs to happen

5. Invite someone to start the process by delivering their personal

statement, then receiving feedback —complete the round-table process, as

described.

Hints and Reminders for Continued Success:

* Each time, respect the power of what you’re about to do.

* Recognize that this activity represents a significant cultural and behavior
shift for this organization.

* Be patient with yourselves — at times it may not go that smoothly. Don’t
judge, but don’t give up.

* Be prepared to forgive yourself and each other.

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010



Additional Feedback Resources

J
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Male Privilege and White Privilege:
Unpacking the Invisible Knapsack
Peggy McIntosh

Through my work, I have often noticed men’s unwillingness to grant that
they are overprivileged, even though they may grant that women are
disadvantaged. They may say they will work to improve women’s status,
in the society, the university, or the curriculum, but they can’t or won’t
support the lessening of men’s. Denials that amount to taboos surround
the subject of advantages that men gain from women’s disadvantages.
These denials protect male privilege from being fully acknowledged,

lessened, or ended.

Thinking through unacknowledged male privilege as a phenomenon, I
realized that since hierarchies in our society are interlocking, there is
most likely a phenomenon of white privilege that was similarly denied
and protected. As a white person, I realized I had been taught about how
racism as something that puts others as a disadvantage, but had been

taught not to see that white privﬂege puts me at an advantage.

[ think whites are carefully taught not to recognize white privilege, as
males are taught not to recognize male privilege. So I have begun an
untutored way to ask what it is like to have white privilege. I have
come to see white privilege as an invisible package of
unearned assets that I can count on cashing each day, but
about which I was “meant” to remain oblivious. White privilege
is like an invisible weightless knapsack of special provisions, maps,

passports, codebooks, visas, clothes, tools, and blank checks.

Describing white privilege makes one accountable. After I realized the
extent to which men work from a base of privilege, I understood that
much of their oppressiveness was unconscious. Then I remembered the
frequent charges from women of color that white women whom they
encounter are oppressive. I began to understand why we are justly seen

as oppressive, even when we don’t see ourselves that way.
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My schooling gave me no training to see myself as an Oppressor, as an
unfairly advantaged person, or as a participant in a damaged culture. I
was taught to see myself as an individual whose moral state depended on
her moral will. My schooling followed the pattern my colleague
Elizabeth Minnich has pointed out: whites are taught to think of their
lives as morally neutral, normative, and average and also ideal, so that
when we work to benefit others, this is seen as work which will allow

“them” to be more like “us.”

[ decided to try to work on myself at least by identifying some of the
daily effects of white privilege in my life. I have chose those conditions
which I think in my case attach somewhat more to skin color privilege
than to class, religion, ethnic status, or geographical location, though of

course all these other factors are intricately intertwined.

As far as I can see, my African-American coworkers, friends and
acquaintances with whom I come into daily or frequent contact in this
particular time, place, and line of work cannot count on most of these
conditions. I usually think of privilege as being a favored state, whether
earned or conferred by birth or luck. Yet some of the conditions I have
described here to work to systematically “overempower” certain groups.

Such privilege simply confers dominance because of one’s race or sex.
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1) I can, if I wish, arrange to be in the company of people of my race

most of the time.

2) If I should need to move, I can be pretty sure of renting or purchasing

housing in an area that [ can afford and which [ would want to live.

3) I can be pretty sure that my neighbors in such a location will be neutral

or pleasant to me.

4) I can go shopping alone most of the time, pretty well assured that I will

not be followed or harassed.

5) I can turn on the television or open the front page of the newspaper and

see some people of my race widely represented.

6) When I am told about our national heritage or about “civilization,” [ am

shown that people of my color made it what it is.

7) I can be sure that my children will be given school materials that testify

to the existence of their race.

8) If I want to, I can be pretty sure of finding a publisher for this piece on

white privilege.

9) I can go into a music shop and count on finding the music of my race
represented, into a supermarket and find the staple foods that fit my
cultural traditions, into a hairdresser’s shop and find someone who can

cut my hair.

10) Whether I use checks, credit cards, or cash, I can count on my skin

color not to work against the appearance of financial reliability.

11) I can arrange to protect my children most of the time from people

who might not like them.

12) I can swear, or dress in second hand clothes, or not answer letters,
without having people attribute these choices to the bad morals, the

poverty or the illiteracy of my race.

DIVERSITY AND RACISM ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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13) I can speak in public to a powerful male group without putting my

race on trial.

14) I can do well in a challenging situation without being called a credit

to my race.

15) I'am never asked to speak for all the people of my racial group.

16) I can remain oblivious to the language and customs of persons of
color who constitute the world’s majority without feeling in my culture

any penalty for such oblivion.

17) I can criticize our government and talk about how much I fear its

policies and behavior without being seen as a cultural outsider.

18) I can be pretty sure that if I ask to talk to the “person in charge,” I

will be facing a person of my race.

19) If a traffic cop pulls me over or if the IRS audits my tax return, I can

be sure I have been singled out because of my race.

20) I can easily buy posters, postcards, picture books, greeting cards,

dolls, toys, and children’s magazines featuring people of my race.
21) I can go home from most meetings of organizations I belong to
feeling somewhat tied in, rather than isolated, out-of-place,

outnumbered, unheard, held at a distance or feared.

22) I can take a job with an affirmative action employer without having

coworkers on the job suspect that I got it because of race.

23) I can choose public accommodation without fearing that people of

my race cannot get in or will be mistreated in the places I have chosen.

24) I can be sure that if I need legal or medical help, my race will not

work against me.
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25) If my day, week, or year is going badly, I need not ask of each negative

episode or situation whether it has racial overtones.

26) 1 can choose blemish cover or bandages in flesh color and have them

more or less match my skin.

o J
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[ repeatedly forgot each of these realizations on this list until I wrote it
down. For me, white privilege has turned out to be an elusive and
fugitive subject. The pressure to avoid it is great, for in facing it I must
give up the myth of meritocracy. If these things are true, then this is not
such a free country; one’s life is not necessarily what one makes it; doors

open for certain people through no virtue of their own.

In unpacking this invisible knapsack of white privilege, I have listed
conditions of daily experience that I once took for granted. Nor did I
think of any of these prerequisites as bad for the holder. I now think we
need a more finely differentiated taxonomy of privilege, for some of
these varieties are only what one would want for everyone in a just

society, and others give license to be ignorant.

[ see a pattern running through the matrix of white privilege, a pattern of
assumptions that were passed on to me as a white person. There was one
main piece of cultural turf; it was my own turf, and I was among those
who could control the turf. My skin color was an asset for any move I was
educated to want to make. I could think of myself as belonging in major
ways, and of making social systems work for me. I could freely disparage,
fear, neglect, or be oblivious to anything outside of the dominant cultural

forms. Being of the main culture, I could also criticize it fairly and freely.

To the same degree as my racial group was being made confident,
comfortable, and oblivious, other groups were likely being made
unconfident, uncomfortable, and alienated. Whiteness protected me from
many kinds of hostility, distress, and violence, which was being subtly
trained to visit in turn upon people of color. For this reason, the word

(43 . . » . .
prlvﬂege now seems to me mlsleachng.

We want, then, to distinguish between earned strength and unearned
power conferred systematically. Power from unearned privilege can look
like strength when it is in fact permission to escape or to dominate. But
not all of the privileges on my list are inevitably damaging. Some, like the
expectation that neighbors will be decent to you, or that your race will
not count against you in court, should be the norm in a just society.
Others, like the privilege to ignore less powerful people, end up affecting
the humanity of the holders as well as the ignored groups.
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We might at least start by distinguishing between positive advantages that
we can work to spread, and negative types of advantages that unless
rejected will always reinforce our present hierarchies. For example, the
feeling that one belongs within the human circle, as Native Americans say,
should not be seen as privilege for a few. Ideally, it is an unearned
entitlement. At present, since only a few have it, it is an unearned
advantage for them. This paper results from a process of coming to see
that some of the power that I originally saw as attendant on being a
human being in the U.S. consisted in unearned advantage and conferred

dominance.

[ have met very few men who are truly distressed about systemic,
unearned male advantage and conferred dominance. So one question for
me and others like me is whether we will be like them, or whether we
will get truly distressed, even outraged, about unearned race advantage
and conferred dominance and if so, what we will do about it. In any case,
we need to do more work in identifying how they actually affect our daily
lives. Many, perhaps most, of our white students in the U.S. think that
racism doesn’t affect them because they are not people of color; they do
not see “whiteness” as a racial identity. In addition, since race and sex are
not the only advantaging systems at work, we need similarly to examine
the daily experience of having age advantage or ethnic advantage, or
physical ability, or advantage related to nationality, religion, or sexual

orientation.

Difficulties and dangers surround the task of finding parallels are many.
Since racism, sexism and heterosexism are not the same; the advantaging
associated with them should not be seen as the same. In addition, it hard
to disentangle aspects of unearned advantage that rest more on social class,
economic class, race, religion, sex and ethnic identity than on other

factors.

On factor seems clear about all of the interlocking oppressions. They take
both active forms that we can see and embedded forms that as a member
of the dominant group one is taught not to see. In my class and place, I did
not see myself as racist because I was taught to recognize racism only in
individual acts of meanness by members of my group, never in invisible

systems conferring unsought racial dominance on my group from birth.
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Disapproving of the systems won’t be enough to change them. I was
taught to think that racism could end if white individuals changed their
attitudes. But a white skin in the United States opens many doors for
whites whether or not we approve of the way dominance has been
conferred on us. Individual acts can ameliorate, but cannot end, these

problems .

Though systemic change takes many decades, these are pressing questions
for me and I imagine for some others like me if we raise our daily
consciousness on the prerequisites of being light skinned. What will we
do with such knowledge? As we know from watching men, it is an open
question whether we will choose to use an unearned advantage to weaken
hidden systems of advantage, and whether we will use any of our
arbitrarily awarded power to try and reconstruct power systems on a

broader base.
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“I’m Not White”
Paul Kivel

Recently I was doing a workshop on racism and we wanted to dive the
group into a caucus of people of color and a caucus of white people, so
that each group could have more in-depth discussion. Immediately, some

of the white people said, “But I'm not white.”

[ was somewhat taken aback because although these people looked white
they were clearly distressed about being labeled white. A white, Christian
woman said up and said, “I'm not really white because I'm not part of the
white male power structure that perpetuates racism.” Next a white gay
man stood up and said, “You have to be straight to have the privileges of
being white.” A white, straight, working class man from a poor family
then said, “I've got it just as hard as any person of color.” Finally, a straight,

white middle class man said, “I'm not white, I'm Italian.”

My African-American co-worker turned to me and asked, “Where are all
the white people who were here just a minute ago?” Of course I replied,

'”

“Don’t ask me, I'm not white, 'm Jewish

Most of the time we don’t notice or question our whiteness. However,
when the subject is racism many of us don’t want to be white, because it
opens us to charges of being racist and brings up feelings of guilt, share,
embarrassment and hopelessness. There are others who proudly claim
whiteness under any circumstance and simply deny or ignore the violence

that white people have done to people of color.

Those of us who are middle class are more likely to assume we are white
without having to emphasize the point, and to feel guilty when it is
noticed or brought up. Those of us who are poor working class are more
likely to have had to assert our whiteness against the effects of economic
discrimination and the presence of other racial groups. Although we share
the benefits of being white, we don’t share the economic privileges of
being middle class and so we are more likely to feel angry and less likely

to feel guﬂty than middle class counterparts.
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Whatever our economic status, most of us become paralyzed with some
measure of fear, guilt, anger, defensiveness or confusion if we are named

as white when racism is being addressed.

In this country it has always been dangerous to even talk about racism.
“Nigger lover” “Indian lover,” and “race traitor” are labels which have
carried severe consequences. You probably know the names of white civil
rights workers who were killed for their actions against racism, such as
Goodman, Schwerner, and Luizzo. Many of us have been isolated from
friends or family because of disagreements over racism. A lot of us have

been called “racist.”

Saying “I am white” may make us feel either guilty of being racist, or
traitorous toward other whites. We don’t want to be labeled or
stereotyped. Talking about racism has often occurred in the context of
angry words, hostility, accusations and divisiveness. We also may have fears

about people of color separating from us if we are clearly defined as white.

In any case, some of us are quick to disavow our whiteness, or to claim
some other identity which will give us legitimate victim status. We
certainly don’t want to be seen as somehow responsible for or complicit

with racism.

We must begin here—with this denial of our whiteness—because racism
keeps people of color in the limelight and makes whiteness invisible. To
change this we must take whiteness itself and hold it up to the light and
see that it is a color too. Whiteness is a concept, an ideology which holds
tremendous power over our lives and, in turn, over the lives of the people

of color.

Our challenge in this discussion will be to keep our whiteness center
stage. Every time our attention begins to wander off toward people of
color and other issues, we will have to notice and refocus. We must notice
when we try to slip into another identity and escape being white. We each
have many other factors that influence our lives, such as our ethnicity,
gender, sexual orientation, class, personality, mental and physical abilities.
Even when we’re talking about these elements of our lives we must keep

whiteness on stage with us because it influences each of the other factors.
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What parts of your identity does it feel like you lose when you say aloud
the phrase “I'm white”?

Part of our discomfort may come from the complex relationship our own
family’s ethnic and class background had to whiteness. Was your ethnic or
cultural group ever considered not white? When they arrived in the
United States, what did members of your family have to do to be accepted
as white? What did they have to give up?

How has pride in being white (or becoming America) sustained you or
your family? Has that identification ever allowed you or your family to
tolerate poverty, economic exploitation or poor living conditions because

“at least we’re not colored”?

If, when you move down the streets of major U.S. cities, other people
assume, based on skin color, dress, physical appearance or total impression

that you are white, then in American society that counts for being white.

This is where we are going to start talking about what it means to say,

“I am white.” I realize that there are differences between the streets of
New York and Minneapolis and between different neighborhoods within
each city. But in American society, there is a broad and pervasive division
between white people and people of color, and most of us know from a
very early stage which side we are on. If we are white we are told or learn
in early childhood who to stay away from, who not to play white, who not
to associate with, who isn’t one of our kind. This is true even if our parents
are liberal or progressive. The training is too pervasive within our society

fOI' anyone to €scape.

Whiteness is about more than skin color, although that is a major factor

in this country. People of color and Jewish people are also marked as
different by dress, food, the smells of cooking, religious ceremonies,
celebratory rituals and mannerisms. These features are al labeled racial
differences, even though they may be related to culture, religion, class or
country of origin. I'm sure you know whether you are treated as “white” or

as a person of color by most of the people you meet.

~

J
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When I first meet someone, and I think this is true for most of us, I
identify their gender (and get anxious when I can’t), I identify as much
about their class as I can figure out, and I identify what their racial
identity is. | have two categories, white and other. I'm interested in the
other. In fact, because of my assumptions about the commonness of
whiteness, I often assume a person of color will be more interesting than
another white person. But whether we value it positively or negatively,

the difference counts and we notice it.

Since I've been taught to relate differently to people who are African
America, or Latino/a, or Asian American, | may need more information
than appearance gives me about what “kind” of person of color I am with.
[ have some standard questions to fish for more information, such as:
“That’s an interesting name. I've never heard it before. Where’s it from?”

2

“You accent sounds familiar, but I can’t place it.”“You don’t look American,

where are you from?”

Sometimes we ask these question of white Americans who have unusual
names or unfamiliar accents. Most often we use them to clarify who is
white and who isn’t, wand secondarily, what kind of person of color we

are dealing with.

Many of us were taught that it is not polite to notice racial difference. We
may have learned that racial difference is an artificial basis used to
discriminate against and exploit people of color, and therefore we may
overcompensate by pretending to ignore it. White people often say, “I
don’t care whether a person is black, brown, orange or green.” Human
beings don’t come in orange or green. Those whose skin color is darker
are treated differently in general and we, in particular, respond differently
to them. As part of growing up white and learning racial stereotypes, we
have been trained to stiffen up, be more cautious, fearful and hesitant
around people of color. These are physiological and psychological
responses that we can notice in ourselves and see in other white people.
These responses belie our verbal assurances that we don’t notice racial

differences.
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There’s absolutely nothing wrong with being white or whit noticing the
difference that color makes. We were born without choice into our
families. We did not choose our skin color, native language or culture. We
are not responsible for being white or for being raised in a white-
dominated, racist society in which we have been trained to have particular
responses to people of color. We are responsible for how to we respond
to racism (which is what this book is about) and we can only do that
consciously and effectively if we start by realizing that it makes a crucial

difference that we are white.

. J
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Being a Strong White Ally

What kind of active support does a strong white ally provide? People of
color that I have talked with over the years have been remarkably
consistent in describing the kinds of support they need from white

allies. The following list is compiled from their statements at workshops I
have facilitated. The focus here is on personal qualities and interpersonal

relationship.

WHAT PEOPLE OF COLOR WANT FROM WHITE ALLIES

RESPECT DON’T MAKE ASSUMPTIONS LISTEN
DON’TTAKE OVER FIND OUT ABOUT US MONEY
UNDERSTANDING RESOURCES STAND BY MY SIDE

DON’T BE SCARED MY ANGER PROVIDE INFORMATION
TAKE RISKS MAKE MISTAKES SUPPORT

DON’T ASSUMEYOU KNOW WHAT’S BEST FOR ME
YOUR BODY ONTHE LINE DON’TTAKE IT PERSONALLY
INTERRUPT JOKES AND COMMENTS SPEAK UP
DON’TTAKE IT PERSONALLY TALKTO OTHER WHITE PEOPLE
TEACH YOUR CHILDREN ABOUT RACISM

DON’T ASK ME TO SPEAK FOR MY CHILDREN
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A checklist of characteristics for activists who wish to be allies
to people of color, women, and others who have less reason
to believe in the justice of the system.

AN ALLY:

* Names issues and events as racist, oppressive, offensive.

* Recognizes and makes unearned privilege visible.

* Works to gain self-understanding in order to dismantle internalized sense
of dominance and the belief in the superiority of self as white and/or

male tall, attractive, American, heterosexual, native English-speaking, etc.
* Interrupts collusion with other whites who seek, consciously or
unconsciously, to maintain their power and privilege through ways of

speaking ways of excluding, and the many other acts that maintain power.

* Secks and validates critical feedback from People of color, women, and

gay, lesbian, bisexual, and transgender people (GLBT).

* Facilitates the empowerment of people of color, women, GLBT.
* Consistently challenges prevailing patterns of behavior.

* Promotes and models change for other whites.

* Continually educates and makes available to others opportunities to

learn about and unmask oppression of all kinds.

~
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BasicTactics
Paul Kivel

Every situation is different and calls for critical thinking about how to
make a difference. Taking the statements above into account, I have

compiled some general guidelines.

1. Assume racism is everywhere, everyday.

Just as economics influences everything we do, just as our gender and
gender politics influence everything we do, assume that racism is

affecting whatever is going on. We assume this because it’s true, and
because one of the privileges of being white is not having to see or deal
with racism all the time. We have to learn to see the effect that racism has.
Notice who speaks, what is said, how things are done and described.
Notice who isn’t present. Notice code words for race, and the implications
of the policies, patterns and comments that are being expressed. You
already notice the skin color of everyone you meet and interact with

now notice what difference it makes.

2. Notice who the center of attention is and who is the center
of power.
Racism works by directing violence and blame toward people of color

and consolidating power and privilege for white people.
3. Notice how racism is denied, minimized and justified.

4. Understand and learn from the history of whiteness and
racism.
Notice how racism has changecl over time and how it has subverted or

resisted challenges. Study the tactics that have worked effectively against it.

5. Understand the connections between racism, economic
issues, sexism and other forms of injustice.

6.Take a stand against injustice.
Take risks. It is scary, difficult, and risky and may bring up many feelings,
but ultimately it is the only healthy and moral human thing to do.

Intervene in situations where racism is being passed on.
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7.Be strategic.
Decide what is important to Challenge and what’s not. Think about

strategy in particular situations. Attack the source of power.

8. Don’t confuse a battle with the war.
Behind the particular incidents and interactions are larger patterns. Racism
is flexible and adaptable. There will be gains and losses in the struggle for

justice and equality.

9. Don’t call names or be personally abusive.

Since power is so often defined as power over others — the ability to abuse
or control people — it is easy to become abusive ourselves. However, we
usually end up abusing people who have less power than we do because it
is less dangerous. Attacking people doesn’t address the systemic nature or

racism and inequality,

10. Support the leadership of people of color.

Do this consistently, but not uncritically.

11. Don’t do it alone.
You will not end racism by yourself. We can do it if we work together.

Build support, establish networks, and work with already established groups.

12.Talk with your children and other young people about
racism.
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A Few Thoughts on Racism & Leadership
Robert Gass

* As 21st century activist leaders, it is essential for us to find a way to

proactively address issues of race, ethnicity, and class.

* Apart from the moral imperative of addressing injustice, your missions
as leaders almost invariably interrelate with issues of racism and social/
economic justice. Our success will depend on our ability to create

coalitions across racial, ethnic, and economic boundaries.

* You are also leaders of people and organizations in a society that has
become truly multicultural. We must learn to create Working
communities that bring us together across the barriers that divide us,

and unleash the creative power of our diversity.

Some Basic Points
* People of color will often experience being at a power disadvantage vis-

a-vis whites in mixed racial situations.

* While many activist groups have worked to be sensitive to racism, its
roots run deep in our society — still much work to do — especially in
moving beyond understanding & consciousness to inclusion and sharing

of power.

* Many people of color tend to be acutely aware of how these dynamics

play out in even progressive organizations.
* Some of these dynamics include:

o People of color being seen through negative filters

o Work norms oriented towards middle-class values and customs

o Awkward deference or over-efforting to not appear racists that

may show up in some “progressive” white folk

o People of color being marginalized due to lack of social contact
or personal relationships with white leaders, or different styles of

communication
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* White people all-too-often tend to underestimate or not see racial

power dynamics at work

* This is a similar pattern to people with positional power who are blind
to their power. White people may not identify themselves as being white,

and be unaware of the impact their whiteness carries.

* Similar power dynamics are at play with people of other populations
and communities: gender differences, gay & lesbians, the disabled, and

working class.
* We are not responsible for the circumstances of our birth.

* We are responsible for understanding the legacy of racism that we have

inherited, and their continuing structural support in our society.

As leaders, we must:

o Continue to raise consciousness regarding our own filters and historical

baggage.

o Compassionately understand the impact of racism and sexism on those

with whom we work ... and Challenge it.

o Strive to develop workplaces that honor diversity and that bring out the
best in & treat with respect all those who pass through its doors.

* Many of us have had negative experiences trying to deal with issues of
race in activist groups, often leaving us somewhat gun-shy about taking on
issues of racism in our movements. Our job is to find a better way, a way
that addresses the pain, rage, guilt and fear that are part of the legacy of

racism, yet creates a context that is heartful, healing and compassionate.
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STAND UP: An Exercise on Oppression for Leaders

This is an adaptation of a very basic and widely-used exercise to raise
awareness about racism in the work place and among grounds. It has been
modified to focus on issues of leadership, organizational dynamics and to
include gender issues. It can be used in your organization, if you feel
personally read to facilitate the feelings as well as the issues that may
emerge as a result. It can be modified as leaders see fit to include issues
that relate to the oppressions and blinders that are most relevant to their

mission and concerns.

Instructions:
*To be done in silence, so that we can all feel its impact
* The staff is assembled in a room and seated
*You are all asked to physically stand up if you believe the
treatment applies to you. You are asked to respond honestly, even

when it feels awkward.

“STAND UP”
* If you regularly consider your race, ethnicity, or class in considering

organizational opportunities and rnaking decisions.

* If you personally have felt that you had extra obstacles to overcome in

your work life because of your gender.

* If you have felt put off by white, middle-class or male cultural norms at

Work .

* If you work in a job, career or profession or in an agency or organization

in which there are few people of color.

* If, as a white leader, you feel concerned about how you are perceived by

people of color.
* If you have been sexually harassed in a school or work environment.

* If you were ever paid less or treated less fairly than a white person in a

similar position because of your race or ethnicity.
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* If you have inherited wealth, saved money, or good connections with
people of wealth that leave you more free from financial concerns that

many activists in pursuing your goals.

* If you sometimes wonder at work whether men are paying attention to

you for your skills and contributions or as a sexual object.

* If you sometimes have less influence or opportunities at work because
of lack of social contacts with people of the predominant race, ethnicity,

or gender.
* If you have used your power as a leader in the past year to raise
consciousness or address issues of race ethnicity class and sexual

orientation in your workplace.

* If you ever felt that less was expected of you because of your race or

ethnicity.

* If, as a leader, you feel awkward and unskilled in knowing how to deal

with issues of race, class, ethnicity, sexual orientation and gender at work.

* If there are people of color in leadership positions in your organization.

* If you are concerned that your gender may negatively affect your ability

to act as a leader.

* If you feel that your race, ethnicity, or class has been a negative factor in

your success as a leader.

* If you feel that your race, ethnicity, or class has been a positive factor in

your success as a leader.
* If concerns about sexual assault negatively affect your sense of safety.

* If, as a male leader, you feel concerned about how you will be perceived

by women at work.

J
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* If, when you are invited to speak or represent your organization, you
find yourself concerned about the racial, ethnic, or gender make up of the

gathering.

* If you ever felt uncomfortable or angry about a remark or joke made

about your race or ethnicity at work but didn’t feel safe to confront it.

* If you experience men taking your ideas or contributions less seriously

because you are a womarn.

o If you find yourself denying your femininity to fit in with men at the

workplace.

* If you find people inappropriately deferring to you because of your race

or ethnicity.

* If you go often through your work week without thinking about your

race or racism.
* If, as a white leader, you find yourself awkward dealing with
performance issues with people of color for fear o being seen as racially

insensitive.

* If you feel there are significant unaddressed issues of race or gender in

your organization needing your leadership.
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Debrief in small groups:

1) What came up for you personally in this exercise?

* Feelings of shame? Anger? Fear or anxiety? Sadness?

* How did you feel as you stood, or chose not to stand, in response to
various questions?

* How did you feel as others chose to stand or not stand at the same time
as you? At different times than you?

* What insights did you have about yourself as a result of this exercise?

2) What are the implications of this exercise for power in your
organization?

* For your sense of empowerment as a leader?

* For the way you relate as a leader to those in a different power
relationship in the organization? In society?

* For the way others of a different power status relate to you?

* For the structures, policies and processes you may initiate as a leader in
your organization?

* For the priorities of yourself as a leader and for your organizational

mission?

3) Debrief in the large group, council style

J
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Class-Race Exercise

Everyone starts out on a line on the middle of the room facing one wall.
Participants are told that the line is the starting line for a race to get some
well-paying jobs, which they need to take care of their family. But before
the race starts, people’s starting position will be somewhat adjusted via
the following exercise. Participants are asked to silently take a step
forward or backward depending upon the instructions if the statement
applies to them. They should decide for themselves whether the statement
applies, and, as much as possible, keep their steps the same size throughout
the exercise. Explain that the exercise will be done in silence to allow
participants to notice the feelings that come up during the exercise and to

make it safer for all participants.

1. If your ancestors were forced to come to this country or forced to
relocate from where they were living, either temporarily or permanently,

or restricted from living in certain areas take one step backward.

2. If you feel that your primary ethnic identity is “American” take one step

forward.

3. If you were ever called names or ridiculed because of your race,

ethnicity or class background take one step backward.

4. If you grew up with people of color or working class people who were
servants, maids, gardeners or babysitters in your house take one step

forward.

5. If you were ever embarrassed or ashamed of your clothes, your house

or your family car when growing up take one step backward.

6. If you have immediate family members who are doctors, lawyers, or

other professionals take one step forward.
7. If pimping and prostitution, drugs, or other illegal activities were a

major occupational alternative in the community where you were raised

take one step backward.
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8. If you ever tried to change your physical appearance, mannerisms,

language or behavior to avoid being judged or ridiculed take one step

backward.

9. If any women in your family, including yourself if you are female, were
ever physically or sexually assaulted in any way by men in your family take

one step backward.

10. If you studied the history and culture of your ethnic ancestors in

elementary and secondary school take one step forward.

11. If you started school speaking a 1anguage other than English take one
step backward.

12 1f your family had more than fifty books in the house when you were

growing up take one step forward.

13. If you ever skipped a meal or went away from a meal hungry because

there wasn’t enough money to buy food in your family take one step

backward.

14 If you were taken to art galleries, museums, or plays by your parents

take one step forward.

15. If one of your parents was ever laid off, unemployed or

underemployed not by choice take one step backward.

16. If you attended a private school or summer camp take one step

forward.

17.1f you received less encouragement in academics or sports from your

family or from teachers because of your gender take one step backward.

18. If you or your family ever had to move because there wasn’t enough

money to pay the rent take one step backward.
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19. 1f you were told by your parents that you were beautiful, smart, and

capable of achieving your dreams take two steps forward.

20. If you were ever discouraged or prevented from pursing academic or
work goals, or tracked into a lower level because of your race, class or

ethnicity take one step backward.

21. If your parent/s encouraged you to go to college take one step

forward.

22. If you were ever given less support than the boys in your family for
going to college or pursuing work goals because of your gender take one
step backward.

23. If you grew up in a single parent household take one step backward.

24 If prior to your 18th birthday you took a vacation outside of your

home state take one step forward.

25. If you have a parent who did not complete high school take one step
backward.

26. If your parent(s) owned their own house take one step forward.

27. If you commonly see people of your race or ethnicity on television or

in the movies in roles that you consider to be degrading take one step

backward.

28. If you ever gota good paying job or a promotion because of a friend

or family member take one step forward.

29. If you were ever denied a job because of your race or ethnicity take

one step backward.
30. If you were ever denied a job, paid less for comparable work or had

less qualified men promoted over you because of your gender take one

step backward.
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31.1f, as a white person, you ever worked in a job where people of color
held more menial jobs, were paid less or otherwise harassed or

discriminated against take one step forward.

32. If you were ever paid less, treated less fairly, or given harder work than
a white person in a similar position because of your race or ethnicity take

one step backward.

33. If you were ever mistrusted or accused of stealing, cheating or lying

because of your race, ethnicity or class take one step backward.
34 If you ever inherited money or property take one step forward.

35. If you primarily use public transportation to get where you need to

go take one step backward.

36. If you generally think of police as people that you can call on for help

in times of emergency take one step forward.

37. If you have ever been stopped by police because of your race, ethnicity

or class take one step backward.

38. If you have ever felt afraid of violence directed toward you because of

your race take one step backward.

39. If, in general, you can avoid communities or places that you consider

dangerous take one step forward.

40. If you have ever felt uncomfortable or angry about a remark or joke
made about your race or ethnicity but it wasn’t safe to confront it take

one step backward.

41. If you or close friends or family were ever a victim of violence because

of your race or ethnicity take one step backward.

42. 1f your parent(s) did not grow up in the United States take one step
backward.

~

J
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After the last statement everyone is asked to freeze in place, without
looking around, and briefly notice where they are, who is in front of them
and who they can and cannot see. Then they are asked to look around and
notice briefly where they and everyone else is. What feelings do they have
and what patterns do they notice?

Then people are told that they are in a race to the front wall for some
well paying, good jobs. They should imagine that they need one of those
jobs to support themselves and their family. When told to, they are to run
towards the wall as fast as they can. The first few to the front wall will get
those jobs. Quickly say, “Ready, set, go,” to start the race (and get out of
the way!).

Have participants pair up and talk for a few minutes about whatever
feelings came up during the exercise. Have a group discussion. This
exercise works well as a follow-up to the power chart to make it concrete
what the difference in power mean. It introduces class and race and the
intertwining of the two. And can raise issues of individual achievement,
“level-playing field,” affirmative action, and the different reactions people
have to an unequal system. (e.g. given where they ended up in the room,
how did that affect how hard they ran towards the front wall? Did they

run at all?)

The exercise is a good set up for the economic pyramid exercise and a
discussion of the economic system. After the exercise it is important to
point out that the race actually takes place in a stadium. The winners of
the race were declared before the race started. The ruling class is sitting
in the stands watching the whole event with amusement. They don’t have
to race because they’ve been awarded the very best, most high paying jobs
before the race even began. In fact, they’ve been betting on who would
run for those jobs the fastest. How does this added information affect
people’s commitment to the race? To how hard they might run?To their

sense of justice?
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Quotations

One of the many advantages whites enjoy in America is a relative freedom from the
draining obligation of racial inversion.Whites do not have to spend precious time
fashioning an identity simply out of being white. They do not have to self-consciously
imbue whiteness with an ideology, look to their whiteness for some special essence, or
divide up into factions and wrestle over what it means to be white. Their racial
collectivism, to the extent that they feel it, creates no imbalance between the
collective and the individual. This, of course, is yet another blessing of history and of
power, of never having lived in the midst of an overwhelming enemy race.

Shelby Steel, The Content of Our Character. (New York: Harper Perennial,
1990).

The anxiety that exists for Whites concerning the subject of race should not be
underestimated. It is high even for those who believe that they have mastered their
biases and especially for those who have made the commitment to self-confrontation.
For although many would like to believe they are free of racial prejudice and want
to view it was operative only in instances of blatant bigotry, there is tension about
checking this out. This anxiety has been expressed in terms of fear of discovering bad
things about oneself, uneasiness about unexamined values, awareness of the
pervasiveness of racism, of one’s helplessness to cope, and of a sense of entrapment . . .
Management of this anxiety in the interest of confronting bias and achieving a

greater comfort and conﬁdence in cross-racial interactions should be seen as an act

of courage.

But usually Whites do not feel courageous. They tend to instead plead ignorance and
protest that they never had to think about the meaning of being White.

Elaine Pinderhughes, Understanding Race, Ethnicity, and Power: The Key
to Efficacy in Clinical Practice. (New York: The Free Press, 1989).

. J
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Another reason for this quite ornamental vacuum in literary discourse on the
presence and influence of Africanist peoples in American criticism is the pattern of
thinking about racialism in terms of its consequences on the victim—of always
defining it as asymmetrically from the perspective of its impact on the object of
racist policy and attitudes. A good deal of time and intelligence has been invested

in the exposure of racism and the horrific results on its objects. There are constant, if
erratic, liberalizing efforts to legislate these matters. There are also powerful and
persuasive attempts to analyze the origin and fabrication of racism itself, contesting
the assumption that it is an inevitable, permanent, and eternal part of all social
landscapes. I do not wish to disparage these inquiries. It is precisely because of them
that any progress at all has been accomplished in matters of racial discourse. But that
well-established study should be joined with another, equally important one: the
impact of racism on those who perpetuated it. .. The scholarship that looks into

the mind, imagination, and behavior of slaves is valuable. But equally valuable is a
serious intellectual effort to see what racial ideology does to the mind, imagination,
and behavior of masters.

Toni Morrison, Playing in the Dark: Whiteness and the Literary Imagination.
(New York: Vintage Books, 1993) p. 59.

AIl I know is that the by the next century, this country is not going to be Leave it to
Beaver. I saw the future in LA. I saw Asians, I saw Hispanic, I saw all different types
of people. The white people were the minority.W.E.B. Dubois talks about how being
black, you learn how to live in two worlds, you learn how to be around people
differently, you learn how to adjust. If you’re white, you never really had to do that
before. In a sense, I feel sympathy for them because they’re going to have to learn
how to do that pretty soon, and I'm already doing it.

John Blake, age 27, biracial child of a white mother and black father,
quoted by Lise Funderburg in Black, White, Other: Biracial Americans Talk
About Race and Identity. (New York: William Morrow and Company, Inc.
1994) pp. 300-301.

By the time they reach second grade, every child in the country know what an
Indian is. They wear lots of feathers, ride spotted ponies and shoot arrows. Indians
who don’t fit the type are invisible; they simply can’t be imagined by the majority
of white children or adults.

Rayna Green
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A white person is taught to believe that all that she or he does, good and ill,
all that we achieve is to be accounted for in terms of our individuality. It is
intolerable to realize that we may get a job or a nice house, or a helpful
response at school or in hospitals, because of our skin color, not because of the

unique, achieving individual we must believe ourselves to be.

Richard Dyer

What, then, does it mean to be Asian American? To me, it means living in a place
where I don’t much look like anyone else but in most respects act like them, knowing
all the time that halfway across the globe is a densely populated region full of people
who look just like me but don’t particularly act like me. It means forever holding

the contradiction of belonging and not belonging, of feeling “at home”and
wondering where home is. It means living with other people’s ideas about me, ideas
that often do not coincide with the person I really am. It means doubting my self-
concept. It means working to overcome stereotypes. It means sometimes playing
stereotypes to my advantage. It means occasionally still wishing I was white. It means
occasionally still feeling the sting of shame about my ethnicity trickling out from
hidden places. It means, just this once, that someone could step into my shoes and see
what life is like from my perspective.

Claire S. Chow

A glib but true statement is that in a racist culture, everybody is a racist. What you
do after that is interesting: Do you avoid it? Do you ignore it? Do you act as if you
weren't?

Art Spiegelman

It is not the words of our enemies that we remember, but the silence of our friends.
Martin Luther King, Jr.

J
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Additional Diversity & Racism Resources

Axner, Marya. Healing from the Effects of Internalized Oppression. The

Community Tool Box.

Bronson, Po and Ashley Merryman. NurtureShock: New Thinking about
Children. New York: Hatchet Book Group. 2009.

Helms, Janet. Race is a Nice Thing to Have: A Guide to Being a White
Person or Understanding the White Persons in your Life. Topeka, KS:

Content Communications. 1992.

Kivel, Paul. Uprooting Racism: How White People can Work for Racial
Justice. British Columbia: New Society Publishers. 1996.

Loewen, James. Lies My Teacher Told Me: Everything Your American
History Textbook Got Wrong. New York: New Press. 1995.

Spring, J. Deculturalization and the Struggle for Equality: A Brief History
of the Education of Dominated Cultures in the United States. 2nd edition.
New York: McGraw Hill, Inc., 2001.

Stephens, Vanessa McKendall. Moving Past The Silence: A Tool For
Negotiating Reflective Conversations About Race. Effective Communities,

LLC. 2006.
Tatum, Beverly Daniel. Why are All the Black Kids Sitting Together in
the Cafeteria and Other Conversations about Race. New York: Harper

Collins. 1997.

Vargas, Roberto. Everyday Conversations to Heal Racism. Yes! Spring
2010.

Wise, Tim. White Like Me: Reflections on Race from a Privileged Son.
New York: Soft Skull Press. 2008.
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Time Log

In order to change something, we must begin with a sober, clear

assessment of current reality.

To make changes in how we spend our time, one of the most powerful

tools we have is an accurate record of where our time currently goes.

It takes some effort, but the payoffs are worth it. You fill find it a fascinating
/ unsettling/ eye-opening experience to see how you actually spend your

time.

Setting Up Your Time Log
1) Create categories for how you spend your time, similar to budget

categories.

* The categories should be based on function or role, not activity.
Examples:
Managing interface with the Board
Overseeing campaigns
Supervising staff
Fundraising
(rather than telephone calls, meetings, e-mails)
* You will probably want to include non-work activity as well.
Examples:
Love relationship
Parenting
Taking care of the house/apartment
Recreation
* Make whatever categories you feel will be most useful to you in assessing

how you spend your time.

2) Assign each of the categories an identifying number.
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Keeping Your Time Log
1) Keep the time log a minimum of one week. Two weeks is much better.
2) Record every time you shift your attention; record everything.

3) Record your time in 15 minute increments. Round off up or down to

the nearest quarter-hour.

4) Give enough detail to each entry that you will be able to identify it two

weeks later.

5) After each entry, record the identifying # of the time budget category.

You may need to add or adjust categories as you go.

6) Then mark “P” or “U” depending on whether the activity was planned or
unexpected (incoming telephone call; drop-in visit; requests from others,
etc).

7) Keep the log with you at all times.

8) Track time as you go...after each activity. Do not wait until the end of

the day and then try to recreate your log.

9) Be scrupulously honest. Notice tendencies to want to distort your

entries.

10) Maintain the discipline. Watch and learn.
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TheTime Management Matrix
The Time Management Matrix, popularized by Stephen Covey, is designed
to help organize and prioritize your work by separating out urgency and
importance.
NOT
URGENT
URGENT
I. 1I.
E Crisis, Visioning and Values
5 Pressing Problems, Planning and Peparation
g Deadline-Driven Projects & Relationship Building
E Meetings Developing Opportunities
—_ Learning & Development
Self Care
I1I. IV.
E Interruptions Trivia
— ﬁ Some phone calls Busywork
% g Some Meetings Surfing the Web
E Many Drop-In Visits Recreational Activities that
—_ don’t Nourish
\_ %
ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010 3



Quadrant I Urgent and Important

We all will need to spend some time here, dealing with pressing needs and
challenges—especially unexpected ones. We are typically in a reactive
mode. However, many important activities only become urgent and end
up in this box because of procrastination or insufficient prevention and

planning.

Quadrant II Important but Not Urgent

The Quadrant of Quality. Here we get to be proactive, choosing to act on
life becomes life acts on us. Increasing our time spent in this

quadrant increases our capacity to do. Small investments of time in QII

can help avoid much larger amounts of time and stress putting out fires

in QI.

Quadrant III Urgent but Not Important
The Quadrant of Deception. The clamor of urgency creates the “illusion of
importance.” Often activities in this quadrant are urgent because they’re

priorities or expectations of others that may not be so important to you.

Quadrant IV Not Urgent & Not Planned

The Quadrant of Waste. We often drift into activities in this quadrant as a
kind of ‘escape’ from the intensity of Quadrants I & III. E-mail, web-
browsing, TV, gossiping, are all examples of Quadrant IV activity. They are
not the kind of recreation that renews our spirit, but are activities that

simply eat our time without much reward.
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TIME LOG

Date

Time

Activity

Category
Number

Poru

Quadrant
Number

7:00

7:15

7:30

7:45

8:00

8:15

8:30

8:45

9:00

9:15

9:30

9:45

10:00

10:15

10:30

10:45

11:00

11:15

11:30

11:45

12:00

12:15

12:30

12:45

1:00

1:15

1:30

1:45

2:00

2:15

2:30

2:45

N
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Time

Activity

Category
Number

Poru

Quadrant
Number

3:00

3:15

3:30

3:45

4:00

4:15

4:30

4:45

5:00

5:15

6:00

6:15

6:30

6:45

7:00

7:15

7:30

7:45

8:00

8:15

8:30

8:45

9:00

9:15

9:30

9:45

10:00

10:15

10:30

10:45

11:00

11:15

11:30

PERSONAL ECOLOGY
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Reviewing Your Time Log

1) After each activity, place the number 1-1V of the quadrant from the
Time Management Matrix.
* Look at Quadrant [V activities.

o What can you do to eliminate these activities?

* Look at Quadrant III activities.
o How many of these were interruptions or activities not
connected to your primary goals?

o What can you do to reduce these?

* Look at Quadrant [ activities.
o What can you do to reduce urgency?
o How might prevention and better planning reduce crisis and

stress?

* Look at Quadrant II activities.
o Are you spending enough time here?
o How could you spend more time in this quadrant?

o What needs more attention?

2) Add up to the amount of time spent in each of your time budget
categories.

* What patterns do you see?

* Given your purpose and mission(s) how do you feel about the relative
balances:
o Between your various work-related categories

o Between work and non-work activities

* What changes do you want to see going forward?

N
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3) Review the activities marked “U” for unplanned.

* How many of these were interruptions from your workflow &
productivity?

* What patterns do you see?

* Actions you might take as a result of this data?

4) What else do you see in reviewing your time log?

5) Overall: What are your major challenges and opportunities regarding

time management?

* What action steps will you take?

PERSONAL ECOLOGY ART OF LEADERSHIP: PARTICIPANT WORKBOOK 11 ©2010 8



'ThneDﬂanagenunnentAdauix\Vbrksheet

1) Review your last week’s activities. Place them in Quadrants.

NOT

URGENT URGENT

IMPORTANT

L. II.

NOT
IMPORTANT

II. IV.

2) Review your to-do list for next week. Add them to the quadrants.
3) What patterns do you see?

4) List 3 activities you know if you did superbly well and consistently

would have significant positive results in your work life:
5) What quadrants are your answers in?

6) From the perspective of really living your Purpose, what are 3 important

activities with regard to your work?

7) What quadrants are your answers in?
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The Urgency Index
Index based on a version from First Things First by Stephen Covey.

Circle the number that best represents your normal behavior or attitude
using this scale:

never sometimes always

0 1 2 3 4

1) I'seem to do my best work when I’'m under pressure.

0 1 2 3 4

2) I often blame the rush and push of external things for my failure to

spend deep, introspective time with myself.

0 1 2 3 4

3) ’'m often frustrated by the slowness of people and things around me.

I hate to wait or stand in line.

0 1 2 3 4

4) I feel guilty when [ take time off work.
0 1 2 3 4

5) I'always seem to be rushing between spaces and events.

0 1 2 3 4
6)1 frequently find myself pushing people away so I can finish what I'm
doing.

0 1 2 3 4

7) Ifeel anxious when I'm out of touch with the office.

0 1 2 3 4

8) I'm often preoccupied with one thing when I'm doing something else.

0 1 2 3 4

9) 'm at my best when I'm handling a crisis situation.

0 1 2 3 4

ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010
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10) I often eat lunch or other meals while I work.

0 1 2 3 4

11) I keep thinking that someday I'll be able to do what I really want.
0 1 2 3 4

12) It’s difficult for me to really complete things without the pressure of

a deadline.
0 1 2 3 4

13) Ioften give up quality time with the important people in my life to
handle situations at work.

0 1 2 3 4

14) I feel like I've really been productive if I've check off a lot of items on

my “to do” list.
0 1 2 3 4

15) I get irritated when I or others make mistakes, or when things don’t go
right or get delayed.
0 1 2 3 4

16) I start thinking about what [ have to do at work within a few minutes of
waking up.
0 1 2 3 4

17) I have a hard time slowing down and relaxing when I reach the end of
the work day.
0 1 2 3 4

18) When something cancels or I get unexpected free time, my first
thought is what work can I fill the empty space with.
0 1 2 3 4

19) I have a hard time creating sacrosanct space in my life into which work

doesn’t intrude.

0 1 2 3 4

J
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20) While I'm working, I feel the pressure of all the other things I have to
do that are hanging over me.

0 1 2 3 4
4 )
Add together all your scores and place the total here
0-30 Low urgency mind-set
30-50 High urgency mindset
51+  Urgency addiction
- J
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Characteristics of the Addictive Experience
Created by Dr. Neal Maxwell

Here’s a typical list of characteristics of the addictive experience. It comes
from the recover literature, dealing primarily with addiction to chemical
substances, gambling and overeating. But as you can see, it applies well to

urgency addiction.

Characteristics of the Addictive Experience

* Creates predictable, reliable sensations

* Becomes the primary focus and absorbs attention

* Temporarily eradicates pains and other emotions

* Provides artificial sense of self worth, power, control, security, intimacy,
accomplishment

* Exacerbates the problems and feelings it is sought to remedy

* Worsens functioning, creates loss of relationships

* Doesn’t improve

J
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MINIVBODY/SPIRIT WELLNESS INDEX

O ability 1o perfonm well in achievine omr wink and perzond] poals is hiphly dependeat
om omr ahility to snxtain Al MATARE: 0N ENETEY Ve e

Onr emeTpy aml wellnezs aie 2 puodect of
* the healfh and vitality af oor phy=ical body
* the state of onr emations ad fmifillmest of oor needs fox relationship, comemmmity and
ke

* mesting our needs for papose, meaning amnl spiritoal conmectism

The folkrwing iz 2 self-srwey 0 help yom assess the conent siate of yomr body, heart and
spait Miost of os have tendencies towanis denial and self-deception when it comes &
omx mecdzs. Be soupniossly honest with yourzelf in anroerng these qoestions. Yoo hawe
fee cvoice over what to do with this daia, at at 1east bepin with an honest apywaizal of
what's =0

BODY

Slecy

Avaken in these facts:

* Lexs-than-optimal slesp has a sipnificant impact on stremeth, cadiovasenlar capadty,
moad, amil emerpy Evels.

* Dwer 50 stadtiex conclosively show that mesial perfonmance.reaction fime,
concemiration, memnary, aml analybc reasoming— all decline in propartion o lack of
suifciest sleep.

* Mxtality rates climb rapadiy for thoze sleeping considerably less or moe fhan 7-5
Boms per might

* Whik sleep necilz vary ammp intividoals, almost all people need 7 1o 8 hoors per
might to fmwction optimally.

* Naps of less fhan 30 mmsles at 3 tame: (before we pa into KEM sleep) can compensaie
o some depree fon less sleep during fhe might

Anzwer the following qnestions konesthy
1) Based an your experience, wikat is fhe aptimal koss pecmipht of sleep for ywou 1o

2) How mamy miphiz pex week, on avezage, do you sleep thix kmp?
Ta what desree ae the folkrring stalements troe-

3) I have difhenity falling aslecp.
dlmost Rever dlmost always
1 z 3 4 3 [ ¥ 3 ) 10




4) I ave diffienity petting nmyself back 0 slesp if I awakes daring the mipht
dAlmost Rever dlmost always
1 2 3 4 5 [ ¥ 2 o 10

3) 1 131l o wake np at the meeded e wrifigmt an alamn clock
dlmnost meves dlmost always
1 Z 3 4 5 [ 7 3 D 10

5) I wake up feeling progey and like 1 didn't sleep enongh
dlmnost meves dlmost always
1 2 3 4 3 6 T 2 9 10

) I kave hloodshot eyes ar discoloration andfiw baes onder ory eyes in the mormimg.
dlmost Rever dlmost always
1 z 3 4 3 [ ¥ 3 D 10

B) I have idifficnky sayme aodke or fimd moy=elf nodding off dewing: the: wank day?
dlmnost Revesr dlmost always
1 2 3 4 3 6 T 2 9 10

5 When T pet taed during fhe day, 1 ovesride my fatipme rafher tham Aking 3 map.
dlmost REvVEx dlmost always
1 2 3 4 5 6 T 2 o 10

High scores on mone fhan one or two of these qoestions indicate fiat ywou ae havise

What do yom s ax yom ook at your scoes in fhis section?

Dt

"¥You a&e what wm eat *

Minch of yomsr daily enexpy kevels, emotional moods, and mental foces ae deterimined by
what amil when yon £at

Many major heakh problems soch as cancer, heast disease, disheies are ditecily reladed o

Diet 5 also the only mdjor delesminant af health fhat is completely
within your

Pramary factors inclode what yom eat, low mmch yom eat, amd when wm eat

Water intake & a frequently overiooked sipnificant componest of enerpy & heatth

Imadeqmate piration canses sipnificant 1osx af muscle strenpfh, coondination amd
concemiTation

By the time yom experiEnce: thirst, yon ae aleaty delvydesied




Ansoer the following qoestions konesthy.
T what extent are fhe followise stalements e

10) I jump-stat my day with high eserpy, low-phycemic foods spch as whole prains,

Poiens, and fiwits sach Az siiAwheries, pears, prapefmmit and apples.

dlmnost meves dlmost always
1 2 3 4 3 6 T 2 9 10

11) I snstain my emerpy by eating eserpy-1ich foods before sther acoie IEnsET ar ENeTpy

lagz occmr

dlmost Rever dlmost always
1 2 3 4 3 6 T 2 9 10

12) 1 eat at keast 5 servimes of frmis or vepeiables per day.
dlmnost Reves dlmost always

1 2 3 4 5 [ ¥ 2 o 10

13) I eat lotx of high fiber foods snch a3 whole prams, beans and maw foits & vepetables.
dlmnost meves dlmost always
1 2 3 4 3 6 T 2 9 10

14) T Iinmit fhe amnosst af foods that 1 conseme which aie high n satorabed fab
dlmost mever dlmost always
1 2 3 4 3 6 T 2 9 10

15) I hnmit fhe amommis of foods fhat T comsmme contamme r=fmed sopar and e=hned
carhoirpitates (ahile vead, chips, crackers, eic )
dlmnost Revesr dlmost alwayz
1 2 3 4 3 & T 3 b 10

15) I conscionsly choose foods acconling o their positive impact on mmy body amd

ENETRY.

dlmost meves dimost always.
1 2 3 4 3 6 T 2 9 10

17) I eat om 3 schednle that best sopparts my healih and enersy
dlmost Rever dlmost always
1 z 3 4 3 [ ¥ 3 ) 10

12) My weishi anil body fat % are within fhe recommesded rAnze for a person of ooy
heipht and ape (checkome) No Yes

More than 2 Jow scores aE camse for yom o serkmsly examminge your diet and eating
Iaahits.

What do yom se£ ax yom look at your scorex in fhis section?




Alctive sabeiascrs  (Be expecially caeful of demial in fhis section)

Cipareites

MNicatime iz ane fhe most addictive dimps eximting—as mch or mme 30 more than hemin
and cocaine

Smokinp iz the smele most preventable canze: of iliness and death

If yom smoke, yon are killing, yoursel (and possibly thase yoo lowe thoooph secoml-hasd

smokE).

193 Do yon smoke?
20) How mamy cigaettes per day
21) What are your plans for stopping T

Alcohalrecreationdl dues

My of ms sbwse alcolol or drops in ways that, over tame, damape omr enexpy, healih,
Prodactivity and elationships. Most abosers ae also in varyee stales of deaial Hee
die clazsic warmime sipms fhat yoo ae abosing alootsd or ieceational drops:

XX Do yoo nze alccholidrops in manape your emations or emerpy’T Na Yes
73) When you have tronhille ar fee] under pressoe, 4o wm drisk e move heavily?
Np Yex
24) Do you domknse when athers will not kneewe 1t (12 do ywomn comceal
yomr deinking/doss mee in any way fom fiendxTamily) Nae 0 Yes
No Yes

26) Do you £ver bave memnory lpzes ahvuat what appesed while yom weme

deinkingMiph? ND Yes
2T) Have you failed to keep prommises you kave made abost cotting deven on. your

dinking/msape? No  Yes
23) Do you sometines feed pailty abhouot drskinpfoxing? NMp_ = Yes

29) Are family ar friemds concemed abaut fhe amomst you drink/nze?
30) When you aE sober, do yon epret thines you have dane or Eiﬂﬂ:ﬁhlhi;:;.'hiﬁﬂ
El]ﬁmﬂﬂnﬁmwthﬂfﬂﬂmﬂlhifalmlnlhhng:i:;tiﬂﬂ::?
31) Do you nze reciealional drops ﬂﬂmkmmnhhelighljm:?iw h;:rﬂ

body (cacaine, hesoin, pop, meth, &ic.) No Yes

If yom answesed "yex” o 1y of fhexe qoestions, yon may be enpaped in alcolivo] or drop
ahuse.

If yom answesed "yex” o more than a few question:, ywouo may be an addict
What do yom think abost your nse of these snbstamces aml fheir impact on youor Life?




Caffeame
While a cup or caffee or t2a can be 3 deliphtinl inal and postatory dedipht, im omr
stieszind lrves many of o3 bepin nxing caffeine ax 3 dmp to help manaps omr ENETPY.
Caffeime abnze takes 4 toll on onr nervoms sysiems and pastiainiestinal system, cansing
Yon ae conziilered physically dependent om caffeine if yos conssme mvore tham 300 mp
per day.
Coffee 100-130 mp
Momntain Dew 55mg
Coca-Cola  45mg
Black tea 30-T0 mp
Caffeane 13 metabolivred very skrwly.
Imsommia 5 2 common side-=fiect of caffeine over-nse.
One-half fhe caffeine in 3 Bie afieswoon cop of coffee ix still dicolatimp in yoss
bloodsieam & hom= later when youo are brying to wismd down fiom the day, and
one-fomth i shill presest 12 hoors Iater.
PFrcholopical symptoms Witkdeoal symploms ssnally peak 20 o 48 hours after
ahstinemce.. and confismese Tor aboot 2 week

To what extent
33) Ae yom depeniiest on caffeine in manape wur daily eserpy cycle?

wol at all completehy
1 2 3 4 3 6 T 2 D 10

) Do you consimme monE than 3 cups of coffee 2 day?
dlmost meves dimost always
1 2 3 4 3 6 T 2 9 10

35) Do you notice cafieine cTeasing yomr imitability or apitatum?
dlmost meves dimost always.
1 2 3 4 3 6 T 2 9 10

35) Do you believe that the amoomt of cafieine ywm ineest has a nepative effect on your
mriml/body?
wol at all VETY Ik
1 2 3 4 3 & T 3 b 10

3T) Do you experience: Wifludiaoal sympioms if yon do not drimk caffee for 24-36 homs?
No Yes

If yom have comceans after answernp fhe questions im thix sechion, reach oot fow help &
Irevls anil profescionals




Exerrive
Some siatistics rEpanding exETcise & performnance”
* 475 % In mednction i abseEndesinn for paticipants s caorparate fimess proprams,
incimding: 14'% fewer disability days.
* Phyzically it waonkesrs commit X15% fewer arons an ks imvolving conceniraiion and
short-tegm memory a3 compaed o it workers
* Execmiives who worked oot repalarly over 2 9-mosth period sheed a T0%
Improeement in their ahility 0 make complex decizions as companed wifls mos-
* 4T% of participani= in finess proprams were shown to be more alest, enpoyed wodk
mme, and had betier rappost with co-wewkess.
* Corporations consistenfly mpait bebtoeen £ and 36 etum for every $1 invested in
COrparAie fImess proprams.
* ¥Yon will defmiiely fee] better and very passibly live lonpesd
(Recent sindirs shoor that those wiko exerrise 1epularty have a biolapical age af op kb
D yearz younpex fhan thoze wha dan™t, &5 well ax lowes raies of heat disease, diabeiex
and CaEmceT).

33) I do a mmimmm of 20-30 mimmies of contmeoss exercese, 3-5 days a week, at 50-55%
of my maximmm keart @ie ND Yes

39) I do some af kinid of shempthenmes execice 2-3 days per week (weiphts, yopa,
Pilaies) No Yes

40) My body feelx flexihle and free of shiffnexs or achiness.
dlmost Rever dlmost always
1 z 3 4 3 [ ¥ 3 o 10

41) I pive my body the opiimal exescize & needs for me o feel pood, eserpebic and

shome._

dlmnost meves dlmost always
1 2 3 4 3 & T 3 b 10

47) I have a positive rElationzhip to ExeITisE.
dlmost meves dlmost always
1 2 3 4 3 6 T 2 9 10

¥ our body i fhe only place yom have to live

Lo scomes are 2 sipm that yossr bodly 13 mol TECETViRS: PUOPET CME.

If v dow’t champe the ail and take cae of the basic needs of oot car, reakdowns will
mmevilahly happen

We can't affomd iy Iook at exesrize 35 3 ooy that we do if we have tame

What do yom see when you look at the et of fhis section?




Gearral Hesbih

43) I appropriately attend to (rather flm ipnove or overmile) Symptoms or Sipns that oy

dlmnost Revesr dlmost always
1 2 3 4 3 6 T 2 9 10

44) I care attemtively to amy omiane canditions or kealth needs. of my body_
dlmnost meves dlmost always
1 2 3 4 5 6 T 2 o 10

45) I have a penexal attiimde of honoring amd caring for ory bhady'.
dlmost meves dimost always
1 2 3 4 3 6 T 2 9 10

Caring fixr oor body & an imvestment i both our oow kappiness, health and a hifetame of
wixk i s5ocial chanpge:

The Heaxt ¢ i & relafionsisi)
46) 1 feed tenze, anxions or shessed . (wole e zcale ix reversed for #46-4X)
often
1 2 3 4 5 ] 7 3 L 10

47T) I experiEnce moods of deprexsion kiss of inlerest or enespy for oy Life.
often ely
1 2 3 4 3 6 T 2 9 10

4%) I have moods of aswoyance, mmitaknlity, or anser,
often ely
1 2 3 4 5 ] 7 . B 10

49) I am mn bbmch with ooy feelings, amnl recapmize how they affect me, my rElatxmxhips

and my pesfonmEnce.

dlmnost Revex dlmost always
1 2 3 q 3 [ T 3 D 10

30) T endersianid mry emotional meeds anl Enow hoo 0 appeopriaiehy meet them
dlmost meves dimost always
1 2 3 4 3 6 T 2 9 10

31) I skiltindly manape potentially distonbing emotions 0 that they do jot adversely
dffiect athers or oy leader=ship
dlmnost Revesr dlmost always

1 2 3 4 3 [ ¥ 3 9 10




32) 1 1eed satixhied with The queantity aml qoality of e I shane wifl fmiby and fiends
dlmnost Revex dlmost always
1 2 3 4 3 6 T 2 9 10

33) My Irends and famnily ae satisfed with fhe quantity aad qeality of time we shane
dlmost meves dimost always
1 2 3 4 3 6 T 2 9 10

34) I ask (appropriatedy) for support and help from athers.
dlmost meves dimost always
1 2 3 4 3 6 T 2 9 10

35) I zet pozitive feedback from the peaple in my life (wark s home) that they

EEpeTiENCE me 35 being pesent, attentive and empafivic wifls them

dlmnost Revex dlmost always
1 2 3 q 3 [ T 3 ) 10

35) I feed satixhied with the amount and qualtity of love in my lile
dlmost meves dimost always
1 z 3 4 3 [ ¥ 3 o 10

It iz hanil to over-estamate the impact of oor ematsonal Tife on oor pessonal relationships
and our performEnce 23 leaders Low scores in this sectim shoukd hecome the basis for
thoophtinl and commitied pessonal developmest work

What do yom &2 a5 yon IEvEw thix section?

Siritual

37) 1 1eed A deep semse of pmpose and meaning abost my lifie.

dlmnost meves dlmost always
1 2 3 4 3 6 T 2 D 10

3%) I eaxily comnect what 1 do every day to thix deeper sense af purpase and meaming.
dlmost meves dlmost always
1 2 3 4 3 6 T 2 9 10

39 I imvest s activities that nortore and renew my connectism to pexpose.
dlmost Rever dlmost always
1 z 3 4 3 [ ¥ 3 o 10

60) I wake up in fhe momise Eaily (o meet life with posdive emerpy.
dlmnost Revesr dlmost always
1 z 3 4 3 [ ¥ 3 ) 10




61) I inspie fivose around me with iy senze of porpoze and positive ENcTpY.
dlmnost Revex dlmost always
1 2 3 4 3 6 T 2 9 10

62) My T hife anl resomres allow me & meet chanpe and abversity with eqeanimity.
dlmost meves dimost always.
1 2 3 4 3 6 T 2 9 10

63) I have deephy-held valmes which poiie oy everyday decisions
dlmost meves dimost always
1 2 3 4 3 6 T 2 9 10

54) My everyday belavior B im harmony with nry desphy-held valnes.
dlmost Rever dlmost always
1 z 3 4 3 [ ¥ 3 ) 10

55) I end my days with a feeling of mtisfaction
dlmnost meves dlmost always
1 2 3 4 3 6 T 2 D 10

65) I ook back at e last year of my like, and feel a deep sense of satisfaction at fhe

legacy I am leaving belind

wol at all YETy Ik
1 2 3 4 3 6 T 2 9 10

Lo scores in this zection mean fhat yoo shonokl be paying serioms aiesiion to yomr inmer
life Yoo may need tine 1o deeply reflect on” Wihkat pives yomr life meaningT What

makes life wonth hiving? What do yom froly care abostT Is chanee ix needed
What do yom see Az yon Eview thizs section’?

Copyripht & Robert Gass 2007




Family/ Work Balance

1) On your deathbed you will probably not be Wishing that you spent more time at
the office.

Make choices as if you rnight have one year to live.
2) Hold and nourish a positive vision of what you want from your famﬂy life.

3) Don’t let “being with the family” or “time with your beloved” become a “should.”
Your feeling obligated, trapped and grumpy energy is no gift to anyone

4) Make clear choices. .. don’t create the worst of both

5) Critical importance of good boundaries

* work fills all available space

* family vibe is very different from work vibe

* keep clear, inviolable boundaries around family time

* it takes a while to recover from even one call

* knowing that you might be interrupted at any moment leaves all of you not relaxed

with each other

6) Family life, especially with children, thrives on rhythm and predictable patterns

set regular guidelines such as no work calls after 6:00 p.m.; no work on Sundays, etc.

7) Work vibe/ family vibe

When you re-enter your relationship or family space, you want to be operating at

transition time before you walk in the door (work-out at the gym; meditate in the

driveway, etc.)

a very different frequency from telephone/ e-mail buzz.You may even want to take some

J
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8) Regarding travel

* comings & goings are stressful on most partnerships & family systems

* fewer, longer trips may be easier than lots of shorter ones

* schedule in extra reconnect time with your partner and/or children upon

your return

9) With your partner:

* don’t let him/her hold the value of relationship/family alone and turn
them into a nag

* really be partners in this

- don’t dictate what’s so about you and work

- put out your needs/desires. .. and listen to theirs

- commit to win/win

* don’t fudge, under-estimate, deceive out of conflict avoidance. .. makes it
much worse deal directly with differences

* make clear agreements to which you are 100%

* then keep them impeccably—your trustworthiness is on the line
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The 80/20 Rule
Robert Gass

Sometimes called the Pareto Principle, the 80/20 rule suggests that in
general:

* 80% of outputs result from 20% of inputs

* 80% of consequences result from 20% of causes

* 80% of results come from 20% of efforts

While the exact percentages may vary, the rule has had powerful
applications in business. For example, in general:
* 80% of sales come from 20% of the products

* 80% of profits come from 20% of the customers

Other statistical similarities include:
* 20% of motorists cause 80% of accidents
* 80% of traffic jams occur on 20% of our roads
* 20% of those who marry cause 80% of the divorce rate (by
marrying and re—marrying)

* 20% of criminals commit 80% of crime.

We harness the 80/20 Rule by clearly identifying and focusing resources
on high—yield actions thereby creating breakthroughs in performance.

While traditionally the Pareto Principle has been applied through statistical
analysis to measurable outputs and actions, it is also a system of thinking
we can all apply to our endeavors. The principle tells us that there is a
built-in imbalance between causes and effects:

* The great majority, which will have little impact, and

* The small minority which will have great impact

We can use the principle as a tool by identifying those minorities of efforts
that are creating the most results and the majority of our efforts that are
producing few results. Our Challenge then is to increase the high—

results-producing activities, and cut back or eliminate much of the rest.

J

PERSONAL ECOLOGY ART OF LEADERSHIP: PARTICIPANT WORKBOOK Il ©2010

25



While this is only one of a number of possible lenses with which to view

life, the 80/20 Rule is an important tool with which to create better

results from our work. It suggests that we will increase productivity if we:
* In every sphere, identify where 20% of effort can lead to 80% of

the returns

* Celebrate exceptional productivity rather than raise average

results

¢ Strive for excellence in a few things rather than good performance

in many
* Delegate or outsource as much as possible
* Calm down, work less and target a limited number of valuable

goals where the 80/20 Principle will work for you rather than

pursing every available opportunity.
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Flow Analysis
Robert Gass

While many productivity tools are based on reason and structure, the flow
analysis draws more on our intuition, our sense of process, of energy, of
how life is flowing. The clearest analogy is to white water rafting or
kayaking. We quickly learn that we are not the river...that we do not

create the energy or flow of the water...but that by 1earning to read its

currents, we can skillfully maneuver our boats with deft moves of our oars.

So we want to learn to read the currents of our life.
Think of your life as a river.

1) What direction are you paddling?

This may sound obvious, but it’s far easier going downstream.

In short bursts, if it’s really important, we can maybe work hard enough
to push a little upstream. But it uses up a lot of energy, so we want to be
very thoughtful in choosing to travel in that direction.

* Where are you pushing against the current in your life?

* Where are you trying to move in opposition to the general flow of those

with whom you work?

* Where are you trying to move in opposition to the general movement of

your larger environment?

* Where are you trying to move in opposition to your own desires and

energy?

* What will you do about this?

J
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2) Where’s the “V”?

In running rivers, we always search for the V—a series of V-shaped ripples
show us where the water is running deepest and the freest, safest path for
passage.

* Where is the V in your work life?

* Where is the swift moving current—where you feel free, unencumbered,

most alive and successful?

* How could you spend more time here? Take better advantage of this

current?

3) Boulders

Boulders are major obstacles for boaters to avoid. They can impede our
passage, we can get battered, perhaps wrapped and hung up, or even sunk.
With warning however, we can usually evade full-on impact by choosing a
wiser route.

* What are the boulders in your work life?
* Immovable obstacles in your way?

* What are some of the simple realities that it would be better not to hit
head-on?

* How might you work more skillfully with these?

4) Suckholes

As their name so geographically suggests, suckholes are a hydraulic
phenomenon in rivers where water violently recirculates again and again,
sucking anything that enters its currents down into an entrapping water
hole, again and again.

* What are the suckholes in your work life?

* What are the things that in your work environment that drag you down,

sap your energy, again and again?

On the river, we do everything we can to avoid suckholes.

* What might you do with the suckholes in your work life?
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5) Eddies

After paddling hard in white water, we need to “eddy out™—to slip into
places of clam at the side of the river—to enjoy the beauty around us, and
to relax and renew our energies.

* Where are the eddies in your life, those places and moments of relaxation

that renew your life force?
* From whom and from where do you draw energy?
* How could you spend more time in and make better use of these oases?

6) Dams and Forks

There are dams and places in the river which are simply unrunnable. We
want to see these coming as far ahead as possible, to give us ample time to
plan. Also, when the river forks, it’s helpful to have done some prior
scouting before making big choices.

* Are there any dams in your work life?

* Any blockages, internal or external, that are signaling time for change?
We often ignore warning signs that energy is blocked until it builds a
Crisis.

* Any major choice points coming?

* Large decisions about you and your work?

* If so, how can you scout the channels ahead?

. J
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Collection of Quotes about Personal Ecology

“The lesson which life repeats constantly and enforce is ‘look under foot.
You are always nearer the divine and the true sources of your power than

you think.” —John Burroughs

“We all have the extraordinary coded within us, waiting to be released.”

— Jean Houston

“I'am here for a purpose and that purpose is to grow into a mountain, not
to shrink to a grain of sand. Henceforth I will apply ALL my efforts to
become the highest mountain of all and I will strain my potential until it

cries for mercy.” — Og Mandino
“What you risk reveals what you value.” —Jeanette Winterson

“Life only demands from you the strength you possess.”

— Dag Hammarskjold

“If we discover a desire within us that nothing in this world can satisfy, also
we should begin to wonder if perhaps we were created for another world.”
— C.S. Lewis

“Oh, my friend, it’s not what they take away from you that counts. It’s what
you do with what you have left.” — Hubert H. Humphrey

“Worry is a misuse of imagination” — Dan Zadra

“If you really put a small value upon yourself, rest assured that the world

will not raise your price.” —Anonymous

“When I dare to be powerful - to use my strength in the service of my
vision, then it becomes less and less important whether I am afraid.”
—Audre Lourde

“Hope begins in the dark, the stubborn hope that if you just show up and

try to do the right thing, the dawn will come. You wait and watch and work:

you don’t give up.” — Anne Lemott
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“Our deepest fear is not that we are inadequate. Our deepest fear is that
we are powerful beyond measure. It is our light, not our darkness, that

frightens us most... We were born to make manifest the glory of God that

is within us. It’s not just in some of us; it’s in all of us. And when we let our

own light shine, we unconsciously give other people permission to do the
same. As we are liberated from our own fear, our presence automatically

liberates others” — Marianne Williamson

“Our lives improve only when we take chances — and the first and most

difficult risk we can take is to be honest with ourselves.” —Walter Anderson
“Courage is letting go of the familiar.” —Raymond Lindquist

“An undefined problem has an infinite number of solutions.”
— RobertA. Humphrey

J
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Additional Personal Ecology Resources

Ashford, Sue and Scott DeRue. Leadership--It’s Much More than Position.
Harvard Business Review Blog. 2010.

Canfield, Jack. The Essence of Great Leadership. The Huffington Post.
2009.

The Energy Audit. The Energy Project.

Carrol, Michael. Leading(@Google: The Mindful Leader: Ten Principles for
Bringing Out the Best in Ourselves and Others.

Forrister, Kelly and Wayne Pepper. Getting Things Done and Gmail.
The David Allen Company. 2010.

Fry, L. W. and Melanie P. Cohen. Spiritual Leadership as a Paradigm
for Organizational Transformation and Recovery from Extended Work

Hours Cultures. Journal of Business Ethics. Springer: 2008.

Getting Things Done and Outlook 2007. The David Allen
Company.

Getting Things Done and Paper Organizers/ Planners. The David Allen
Company.

Getting Things Done Overview.

Horwitz, Claudia. The Spiritual Activist: Practices to Transform Your
Life, Your Work, and Your World. New York, NY: Penguin Compass.2002.

Moore, Thomas. A Life at Work: The Joy of Discovering What You Were
Born to Do. New York: NY. 2008.

Rao, Srikumar. Leading(@Google: “Are You Ready to Succeed?

Unconventional Strategies to Achieving Personal Mastery in Business
and Life.”
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Rao, Srikumar. TED Talks: Plug into Your Hard-wired Happiness. 2010.
Rifkin, Jeremy. RSA Animate: The Empathic Civilization.

Schwartz, Tony and Catherine McCarthy. Manage Your Energy Not Your
Time. Harvard Business Review. October 2007.

Stout, Linda. Put Some Heart In It. Yes! Magazine. Winter 2003.
Windwood, Akaya. Life After Worry. Yes! Magazine. 2010.

Women'’s Theological Center. What is Spiritual Leadership?

Zimmerman, Kristin, Neelam Pathikonda, Brenda Salgado and Taj James.

Out of the Spiritual Closet: Organizers Transforming the Practice of
Social Justice. Oakland, CA: Movement Strategy Center. 2010.
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