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FOREWORD
As I nterim Champion of the Nati

am proud to present the first editionFecile.

A combined Managerso6 reference
book is a navigational tool that makes the link between our two
other publicatns:Tools for Leadership and Learning: Building a
Learning OrganizatiorandCoaching Practices for Managers.

Facile exemplifies the importance of dialogue between the
manager and facilitator in working together as agents of change.

Facile was ceauthoredby two professional public servants who share
a common vision of managers and facilitators partnering together to
build a vibrant Learning

Organization culture within the Public Service of Canada.

We are extremely grateful to Sylvie Lapointe, a Certified
Professional Facilitator (C.P.F.) with Health Canada, and

Bob Chartier, an expert in Learning Organization

Methodology and Practices from Indian and Northern Affairs, for
generously sharing their knowledge and expertise so that this work
can flourish acrasCanada.

The National Managers6 Communi t
learning and to providing practical tools to help managers and
employees across the country be the best the Public Service has to
offer. Facileillustrates that the Public Service is@ganization

in which we learn from each other, sharing tools and techniques

to build a work environment that values personal initiative,
innovation, team playing, learning and trust.

Facileis written in plain language and with the practitioner in
mind. We believe it will be another valuable resource for public
service renewal in the future.

Facile...use it...share it...have fun with it...as you go forward to
facilitate change in your organization!

Ric Cameron
Senior VicePresident




Canadian International Development Agency
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| NTRODUCTION

F irst of all, we will discuss our choice of title. A classic
definition of the word faci|
Manage s need easier ways to dea
workplace. In a regular workday you deal with rapid information
exchange, shifting priorities and fewer resources. You can use
facilitation to make your life easier by aligning tools, processes
and people toeach a common goal. Facilitationtie art of
cultivating leadership momeniy allowing people at all levels to
step up and take action, and be agents of change.

This book is a navigational tool that makes the link between our
other two publicationsTools for Leadership and Learniragnd
Coaching Practices for Managers

We do not pretend to have written the definitive resource on
facilitation for the Public Service. We have simply written about
what we know in the hopes that you can benefit from our
experience and our learning. Feel free to agree or disagree. We
encourage you to engage in conversations with colleagues to sha
your perspectives....thatos w

A ship is a good metaphor for teamwork and leadership. Sailing is
a combinatin of strategy, skill and art. You have to be able to
read the environment to determine the strategic course of action,
then use your skills and tools to pilot the ship so that you can
reach port. The art of sailing comes from experience and trusting
yourinstincts. Sometimes the waters are rough, sometimes the
waters are smooth, and sometimes the crew decides to mutiny!

Managers are much like captains. Leadership, commitment and
skills are required to steer the course. As a captain you need to
know the stengths and weaknesses of your crew and how they
can work in unison. You need to know where you are going, how
to get there and what you need to support your journey.

Facilitators are like navigators. You help plot a course to get to th
destination andgu act as guides during the voyage.

We have written this book to help you along this journey on the
wide open seas of the Public Service.

i |Raefeten@e t




TheMa n a g er 0 s is RreMfaregers wiwo dlave made the
choice to be leaders in the practice of Leagrdrganization
principles. Building the practice of facilitation in organizations
opens up more conversations, more possibilities, more action and
much greater commitment.

TheFaci | i t at ospeaks tokhe facditater/pracétioner who
is strivingfor a renewed measure of quality control and greater
professional approaches to their work.

Facilitators are practitioners when they ground their work in
Learning Organization theory and practice, championing new
ways of thinking and getting things donatlcontribute to

sustained success and effectiveness of organizations.

This book is written in the same sequence as the work, from the
initial call to the actual event. It is a step by step conversation
between the manager and the facilitator, applyingsiness

model to enhance the application of facilitation tools, techniques
and practices.

Read it and learn how to get work accomplished with more
ease... facile.




A STORY

Let me tell you a story about memorable leadership
moments...

O ur department hagone through a major reorganization and
the Deputy Minister (DM) wanted to hold

an Al naugur al Department al
retreat with his DEC team (Assistant Deputy Ministers and
Regional Directors General) and all the Directors General to
launch the transformation process in the department. They had
hired a well known consulting firm to assist them throughout the
planning and implementation of the reorganization and to facilitate
the retreat. | got a call from the Executive Director in theudep
Ministerdéds Office asking if |
so to brainstorm some ideas for this retreat. This was a
breakthrough for our little internal facilitation unit! It was the first
time everthat Senior Management had made a requesiub
services (even if it was just to share some design ideas...) As is
often the case, it was a personal connection that made this
possible. One of the administrative staff had seen me in action an
suggested to her boss that we might be of help.

| was trilled and scared at the same tinfet hi s i s Bl G
fand this is our chance to shi
credibilityo. Here was an opp!

and do what | do well. So | seized théadership momentith
optimism and, | have to admit, some apprehension. That little
voice inside my head was talking a mile a minute and being very
critical. | asked myself, @AWh,
courageous?0 | needed the sup|
partner withme. We put our creative thinking hats on to prepare a
paper describing some possible options which we presented to the
Executive Director at our meeting. Kudos to this lady who made
us feel comfortable from the start and listened to us with great
interest(first leadership moment we were treated with kindness
and generosity Because we love our job it was easy for us to
describe with great enthusiasm the approaches we had envisione
for this
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retreat. One idea in particular seemed to strikbaad: we
proposed to use BiSpiitofffeidadc@as s c
as a metaphor to discuss what were the strengths and assets of our
organization which would enable us to move forward and what
could be some of the challenges facing us. The 15tmimeeting
lasted close to an hour... we were all excited by the possibilities.
At its conclusion, the Executive Director said that she would share
the ideas with the DM and that she would proposevieat

facilitate the event!gecond leadership momenessaw the
possibilities and was willing to make a bold mpwWe soon got

word that the DM and the Associate DM agreed to go with the
Haida Canoe metaphor and to have us facilitate the eveint (
leadership moment they were willing to challenge theintale
models... they recognized and trusted the internal expertise for an
important event).

We had a meeting with the DM and the Associate DM the

morning before the event and walked them through the agenda.
Some questions were raised and we were askgttbie our

rationale. We made some suggestions to slightly tweak the process
which were accepted. The message we received again at that time
from our most senior leaders was that they trusted our judgement.
(fourth leadership momenthe gift of trust

Theevent was one of those peak memorable moments in my
facilitation career... People not only went along with our less than
traditional approach to action planning but they jumped in with

two feet and had fun doing itlith leadership momentthanks to

all the senior management for their willingness to trust the

process and create positive outcomés)the end of the meeting,

a participant stood up and publicly thanked the DM and Associate
DM for choosing internal facilitators for this event. She appldude
the fact that the departmentsbod
professional and meaningful service as well as, and even
surpassing, many of the outside costly private consulting firms she
had worked with..(sixth leadership moment spontaneous
expression of genuine gratitude)




At the end of the day, | remember leaving the hotel feeling like |
was on cloud nine, laughing and hugging my partner. | was so
proud of what we had accomplished together thanks to the vision
and trust displayed by our senior managers. Someone saw what
we had to offer, acknowledged it and asked us to make a true
contribution- now that is validation!

That is what facilitation can do... it can create space for the true
leaders, at all levels of the organization, to step up, seize the
moment, and shine thdight on others.

Facilitation is the art of cultivating the leadership moments in an
organization.

Sylvie Lapointe C.P.F

A STORY







he modern public sector organization, like its prisgetor
counterparts, is becoming more and more identi
fied as a knowledgbased institution. That is to say both types of
organizations deal primarily in ideas, policies, values, programs,
communication and research. Two things that are synonymous
with working in knowledgebased organizations ageoupsand
meetings.

We have always worked in groups and a meeting is a traditional
way of exchanging knowledge, but in a faster paced information
rich workplace work groups are under pressure to hold more
effective small and large group processes and more focused
meetings.

Many skilled social scientists have wrestled with the questions
around group effectiveness. We learned a great deal from the wor
of the early pioneers who struggled to move the workplace &rom
predominantly technical base to a more people centered
foundation. The study of group dynamics has moved along many
planes, and thanks to the work of those pioneers we now have a
working methodology of group management, which we call
facilitation.

The root of the word facilitation comes fromfacile, which
means to make easy

Early thinkers recognized that groups go through various phases
of development. A welknown definition of group stages is
forming, storming, norming and performing:

In theforming stage groups come together for a particular

reason, spend some or a lot of time floundering over purpose,
mandate, challenges and such. This floundering can sometime
become tempestuous. People are trying to establish their roles ar
their places in the gup, which can lead to some conflicts. That is
what is called thetorming phase

Then, in thenorming stage they finally come to an agreement
about what the groupdés task a
go on to become performing group and deliveron their

objectives. This four stage process can take a relatively short time
or be dragged out for a long time.

The process is linear: you graduate from one stage into the other
order. However, a group can fall back into a previ




1
ous sage if circumstances change. For example, if a person |
leaves the group or a new person joins the group, or a new |
priority is set for the project, etc. |

We now know that the degree of skilled facilitation available to
the group is what makes the differertegween a long or short
struggle to become a performing group. Facilitation can come
quite naturally to a group, or it can be learned, designed and
implemented.

Facilitation can help the group achieve success by
aligning the following three elements:

PURPOSE TheWhy:Reason for being/goal to pursue.

Process TheHow: Methods to achieve the Goal /
PURPOSE.

PeopLE: TheWha The role the facili
play in the PROCESS which will lead them towards
achieving the PURPOSE.

Thereare three critical elements to good facilitation:
A. Facilitation Values

B. Facilitation Tools and Practices C.
Facilitation People

A. Facilitation Valuesare the cornerstone of good work in
this field.

In his book,The Skilled FacilitatorRoger Schwartz
(Schwartz 1994) discusses three core values in facilitation:

1. Valid, relevant information, which is shared by all.
Information can be in the form of data, facts, ideas or
even opinions, wishes and feelings.

2. Free and informed choice means people can d#fiie
own objectives and methods and be free from facilitator
manipulation. If they decide to change, it is their call.

3. Commitment means people feel personally committed to
the choices they made in the facilitation process.
Other principles critical to god facilitation include:
A Everyone is a full participant;




A All points of view are recognized:;
APeopleds time is valuabl
A Hierarchy is left at the door;

A Inclusion and respect for diversity is paramount; and,
A The group OWNS the process and the outcomes.

Withoutthese core values you will not have facilitation, you
will be running a meeting.

Facilitation Tools are critical for successful
implementation of those values.

Facilitation tools are those simple practices and processes
that hel p vyou feffective graup wotke #f f
Some core facilitation tools include:

icebreakers;

brainstorming;

decision charts;

analysis diagrams;

mind maps; A challenge w
process mapping.

To To To To Io Io

Each one of these tools has two or three current variations
for speed and focus.

Flip Charts: Facilitation has generally remained low tech
with theever-trusty flip chart as the tool that everyone can
use and enjoy. Although still very much in the mingrit
there are increasing numbers of facilitators who are
successfully integrating more high tech elements into
facilitation (for certain audiences and processes). We are no
advocating that you completely discount newdifven
facilitation tools, but therted and true flip chart offers so
many advantages to the facilitator, which will be illustrated
later, that it will remain the principle idea capturing tool for
many years to come.

The Facilitator s, of course, the key to good facilitation.

Thef aci litatorés role is to
manage the process effectively. Facilitators bring with them
their knowledge and tools, but more importantly themselves
in order to be able to do the job




right. By this we mean thait brilliant design and a
solid process are not enough on their own to make that
magic happen in a meeting. The facilitator needs to be fully
present, hearing what is said, observing the nonverbal cues,
noticing the group dynamics and modeling a behaviatr th
invites openness, acceptance and trust.

Facilitation is not just a job, it is a way of being as well as a way
of doing...

The key to being a good facilitator is the ability to maintain
neutrality and objectivity towards the content while bringing out
the passion and commitment of the people.

Therefore, the facilitator is concerned about the HOW and must
remain neutral about the WHAT
Al t hough a facilitatordés job i
content being discussed, it helps to have a haslerstanding of
the business of the organizatigou are working with so you can
follow the conversation (some of us have to admit that we get
pretty lost when the conversation turns to high tech or science):
A Are we on topic or off topic?
A Are thee some important nuances in the way different
individuals are interpreting what they are hearing?
A Is there really a difference of opinion or are they saying
the same thing in a different way?

It is also useful to b&amiliar with the work environment dn

related business practices the organization you are working

with so that you have a cultural context for the work at hand (e.qg.,
there are big differences between the private and public sectors).

The facilitatords jobplanned t o de
process that allows the group to stay focused, make progress,
generate and sort ideas, solve problems and make decisions while
managing disagreements or conflict.

A facilitator does this by:

Building a climate for meaningful conversation.
Encouragig active participation.

Guiding the group through decisionaking.

Helping the group track its progress by observing and
providing feedback.

Modeling, with your own behavior, open and honest
communication.

Acknowledging andraluing all contributions.

Keepig theconversation focused on issuesot

individuals.

oo Do Do Do oo










....The callpart 1)
oubre sitting in your oeffic

Ycomes, the request:

AfWe are thinking of doing a r
to try somethinglifferent to get people talking and problem
solving together. Do you have

So, who are you and why did they phone you in particular? It
could be for any number of reasons such as :

A Itis your actual job: You could be one obte lucky people
whose practice and passion is also their full time job.

A You have a regular job but you are fascinated by facilitation
and determined to build up a practice.

A You could be one of those unique individuals we call a
facilitative officer or &acilitative manager.

A You have been practising facilitation for so long in your
work that everyone knows your reputation and wants a piece
of your action to do it right.

To get those calls you have to want those
calls, you cannot be invisible so:

A Write anarticle on facilitation in your
departments newsletter.

A Offer to speak on facilitation at various team
staff meetings or standps.

A Host or participate in browbag lunches on
facilitation.

A Bring in guests, videos and colleagues to talk
about the value ald by facilitation.

A Setup or seek out informal networks of fellow
facilitators in your organization.

|Rafetenaet




SOME PITFALLS

TO AVOIN..

A Be honest with yourself and your client about what you can
and cannot do.

A Repress the urge to talk too much on tl...listen, c
listen, listen....ask good questions and take good notes!

A Doné6t assume that you are
the call, perhaps another colleague would be more
e suited for these people:

SOME GOOD TOOLS

AND PRACTICES.

A Keeping your boss up to date;
A Active listening;
A Probing questions;
A Your agenda (or palm pilot, Blackberry, etc.);
A Your notebook;
A Your fARolodexdo or whatever
A Your ability to see the BIG picture along with an eye for
detal.
Okay, you took the call and yo

the next part.




....The callpart 2)

ow we get into the nitty gritty of the call, the determi

are not really sure), and your ability to help them deliver.

Nnation of what they really want done (sometimes they

This is where your Sherlock Holmes skills come into play. To
assess if you are able to assist your colleague you need to ask th
five basic journalistic questions: When? Where? Who? What?
Why?

When?Are you free that date/those dates?

Here is a bit of hard earned advice from our own experience: it is
not sufficient to have the actual date(s) free, you should also plan
for some preparation time before the event and some debriefing

|Rafetenaet




time afterwards. Ofcosre donét forget to
travel time to get there and back as well. Because of our great
desire to fihel po, we have of
because the calendar said the date was clear and then found
ourselves squeezing tinte between appointments and other
commitments to actually plan the event with our clients and doir
the design work. This is a disservice to the client and to yoursel
as well.

So now, when a request comes in, we check the actual date(s)
the calendar ahthen flip back a couple of weeks (or months
depending on how large or complex the event is) to assess
whether we have sufficient planning time. If we do accept the
request at that point, we will also book a couple of planning
meetings with our client artdock off some design time in our
own personal agendas. More and more (an age thing perlesss
energy now), we book at | eas
debrief, to unpack (in the true sense and also metaphorically),
catch up on-nails and call, type up and send any necessary
follow-up notes / reports and get ready for the next gig!

Where?:Is the event orsite or offsite?
If it is on-site there is no need to consider travel time when you
assess your availability. If it is offite, you needb factor travel
time into your commitment to work with these clients. It may be
question of hours if it is in your region or even days if itis in
another provincef/territory. What is the impact on your schedule,
other work/personal commitments and otblégnts?
On-site: Often this is a preferred option for clients cbecause it
is low cost and convenient for employees. "
» The disadvantage to holding an-site process is that -
you may lose players either because they may run bac
= to their officeto check messages and get detaine

or rbecause they get called out of the session by those whc
need their expertise.

Off-site: Obviously, this alternative is more costly. Organizer
need to budget for the rental of the meeting room, avdigal
equipmet, travel, meals and accommodation (if it is an overnigh
event). The advantage to having ansifé meeting is that it takes
people out of their normal routines and environment and allows

CHAPTER 2 | THE CALL ..




them to be present in a different way and to participate mose fu

Part of your preliminary work with clients is to help them determine
where to hold the event by guiding them through this reflection.

Who?

A) Who is requesting your help?

A The manager of the group? What is the motivation to
having this meeting / event?

A A member of a team? Who has given him/her the authority
to organize this?

A A member of an organizing committee? What is the
rationale for having this event? How does this facilitated
piece fit in with the rest of the event?

B) Who will be participating?

A Is this meeting for an intact team, division, directorate or
branch?
Will it be interdepartmental?
Will it be the entire department?
What about other stakeholders, other governments or even
citizen involvement?

To o o

What?What is the purpose of the event?
Is thissimply a request for meeting management? Is it an
information sharing type of event with a series of presentations? Or,
do we need to put in place some thinking processes to do some
issue analysis, problem analysis, or decigiaking? Is it for
strategigplanning? Or, is there a communication breakdown and
we need to do some conflict resolution and consensus building?
Why?Why are you choosing to hold this type of
event at this time?What are you hoping to achieve?

What are your objectives? Am lgtbest suited person fothis job?

TO DO IT RIGHI.

A The first question should b

|Raéfetenm@et o r




there is no point in going further.

A Have a list handy with the names and numbers of other
facilitators who could assist thadient if you are not available.

A Keep this call short and to the point. If it turns out that you a
not available or not the best person for the job it would be
unfortunate to have spent an hour of your time and your
clientds time oaddsign.t o0 c o me

A This is a good time to be directive with your questions and
take the lead.

A Keep the five basic journalistic questions at the back of you
mind throughout the conversation to make sure you cover a
the bases.

SOME PITFALLS

TO AVOIN..

A Resist the temptation of proposing tools and approaches at
this stage you might be painting yourself into a tight corner.
It is better to wait until you have had a planning meeting witl
your client and get a clearer sensalbt he pl ayer ¢
andexpectations.

A Saying NO is not easy for many of us (especially because w
are in this profession out of a real desire to help and be of
service). | have found myself being wooed by a client who
appealed to the Asavioro si
i Pl eaaaas aealypdedryoue Help With this.

We are in a bind.o Or a cli
AYou are the best! The Dir e
personally. o0 fAiWe | ove the v
ourselves saying yes and trapped into impossible tigtat ti

lines | amenting to oursel ve
AAnd | swore to myself | wc

insane work pace again!o Yc

!
SOME GOOD TOOLS +“AND PRACpCEg

"l-.) ] A
—




that lists the five journalistic questions and any other
necessary information. The template is useful as a memory
jogger for this first conversation with the client and is also a
way to keep aecord of the conversation for future reference.

A Block off the preparation time in your calendar as well as the
actual date(s) for the event.

A Keep a list of some of the more popular / convenient meeting
facilities in your area to offer as suggestionsdaaryclient.
The availability of the facility may affect the choice of dates
and therefore have an impact on your ability to accept the
contract.

A If you accept the contract, sep a meeting time for the
planning session with the committee right away.

So nav that you have got a few things straight with the caller you
have to get ready for the next stage, your visit with the planning

group.
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