Blueprints...
FIELD GUIDE FOR LEARNING
ORGANISATION PRACTITIONERS

National Managers’
Community

La communauté nationale
des gestionnaires

Table of Contents
Author’s Acknowledgements........................
Introduction ..................................................

2
4
HANDY TOOLS...fine-tuning little tips.

BLUEPRINTS
Open Space Facilitation ..................................
The Interview Matrix ......................................
Future Search ..................................................
Process Map ....................................................
Mind Maps ......................................................
Challenge Wall ................................................
Force Field Analysis........................................
SWOT Analysis ..............................................
Matrix Charts ..................................................
Critical Path Analysis......................................
Building a Team Charter - Community Charter
Environmental Scan ........................................
Facilitated Conference Call ............................

8
13
16
18
19
20
22
24
25
26
28
30
32

“This would be a good day if we…” ..............
Parking Lot......................................................
The Evaluation Sheet ......................................
Tables or No Tables ........................................
The Room........................................................
The News Magazine........................................
Brainstorming..................................................
The Icebreaker ................................................
Exercising........................................................
The Pareto Chart ............................................
Plan-Do-Check-Act ........................................
Decision Trees ................................................

35
35
35
35
36
36
37
37
37
38
38
39

Conclusion .................................................... 40

Authors’ Acknowledgements
This Blueprints Field Guide is a long overdue
companion to Tools for Leadership and Learning.
The Toolkit’s primary audience is the public servant, both on the front line and in the boardroom.
It is designed to challenge the status quo in the
way we work together, and its fundamental purpose is to add to the ongoing conversation around
change in the public sector workplace.
Blueprints Field Guide, however, has a more targeted audience... the practitioner/facilitator. Not
a small audience by any means, but an audience
constantly looking for technical help. Experienced
trainers, brand new facilitators, facilitating managers
and change champions have been asking for this
guide for some time.
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So here it is. Stick it in your pocket. Write your
own notes all over it. Share it. We have more.
A special thanks to some valuable friends and
colleagues who have contributed to the Learning
Organization and to many of these tools. They
include Dan Yarymowich, Mike Feyko, Barbara
Martin, Louise Tanguay, Claudette Laurin, Brad
Favel, Catherine Auger, Sylvie Lapointe, and
Paul Lefebvre. Particular thanks to Karen Bonner
and Jill Lang Ward for their project management
and editorial contributions to this work.
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I would also like to thank my home department,
Indian and Northern Affairs Canada, for their
continuing support, and the National Managers’
Community for their partnership and their contribution in producing Blueprints Field Guide.
Please let us know how this guide has helped you
and how we could further improve it in order to
help you even more.
Bob Chartier
National Managers’ Community Council
www.managers-gestionnaires.gc.ca

Introduction
WHAT IS FACILITATION?
The practice of facilitation is essentially the
practice of helping people in groups or teams get
things done in the most focused and effective way
possible. It recognizes that managing people in
group dynamics is as much an art form as managing a budget. Maybe more. The root of the word
facilitation is “facile”, to make simple. There you
have it.
I like to use two words to describe people in
this business. A straightforward facilitator would
be someone you bring in to run and manage the
process of a meeting, a problem solving session
or a forum. A practitioner is an experienced facili-
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tator who uses their facilitative knowledge and
experience to begin to take more of a leadership
role in developing new “large process” systems
to change how we work together. The practical
skills of facilitation are now put to use in terms
of redesigning how work gets done. Both are
leaders in learning organization practice.

FACILITATION CORE VALUES
“Your ignorance is your best friend” perhaps a little overstated, but very important. The facilitator
should never be a member of the group. You are
an important outsider. A group of accountants
working on an accounting problem do not need
one more accountant throwing his or her hat into
the ring. They need someone who does not know

INTRODUCTION
accounting enough to try and take over. They need
someone to keep them on track, ask silly questions to make them defend their assumptions and
generally help them solve their own problem.

• You believe that intelligence and leadership are
not exclusive to classification and authority.

• You work for the whole group, not just certain
members or those who invited you.

• You respect diversity in all its forms and use it
to strengthen the group.

• You work to get maximum participation by all
members of the group.

• You insist that the work be subjected to facts,
current information and rigorous research, not
on hunches, assumptions or personal agendas.

• You champion respect for all comments and
points of view.
• You value people’s time and facilitate to time
constraints.

• You observe confidentiality.

• You build commitment and ownership of results
by the group, not yourself. It is their work, not
yours, so don’t take credit for it and for sure
don’t take it home at night.
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A LITTLE BIT OF LEARNING ORGANIZATION
THEORY...
People learn. Can organizations learn? More and
more we are starting to understand that indeed,
not only do organizations learn, but also if they
are not in continuous learning mode, they are
dying. Most important learning organizations are
not “souped up” training organizations. Training
programs are important but they are a narrow
focus in the whole picture of learning organizations. In these organizations learning is a fundamental business strategy, permeating everything
that gets done. Learning is strategic, not static.
Five basic tenets define learning organizations.
They are led by Shared Vision as much as by policy.

They develop Personal Mastery – whereby each
employee sees their own personal workplace
vision aligned to the larger vision of the organization. Learning organizations help smash Mental
Models – those assumptions that get in the way
of innovation and change. Learning organizations
develop Systems Thinking – whereby the challenge is to stop chasing crisis problems and to
start fixing systems to prevent the constant crisis.
And finally, learning organizations practice Team
Learning – through which we move from a model
of individuals always learning on their own to one
that encourages and facilitates team and group
learning, while at the same time pushing organizational learning more firmly down the road.
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INTRODUCTION
The grease that moves these five disciplines along
is Dialogue. The fine old fashioned art of the conversation. Not key messages, storyline or policy
guides, but true ongoing respectful conversation.
Conversation across departments and conversation
across classifications. Conversation between management and the front line. Conversation between
citizens and management and the front lines.
These conversations gather intelligence. Intelligence
leads to knowledge. Knowledge leads to good
leadership. Good leadership from all levels leads
to good work, faster learning, better strategy and
on to a more effective learning organization. Your
job, should you decide to accept it, will be to use

improved tools to facilitate that dialogue...that
conversation. You do this because you are a
knowledge worker, and your special skill is
knowledge extraction – from the front lines
and from citizens.
The Leadership and Learning toolkit suggests
tools for different situations. Blueprints Field
Guide is a step-by-step how-to guide for the facilitator/practitioner.
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Blueprint 1: Open Space Facilitation
WHY USE THIS TOOL?
Open Space is primarily a tool for gathering ideas
that promotes creative thinking and gets everyone
participating. It works best with forty or more
people and there are no upper limits. The primary
results of a session include dialogue, networking,
systems thinking and a broad range of intelligence
gathering. Use it with whole organizations, large
group forums and community consultations.

WHAT EQUIPMENT DO I NEED?
A large room, with one big unobstructed wall,
2 to 4 flip charts, your Toolbox (for the rest of
this book, this refers to your small kit containing
masking tape, sticky dots, post it notes, black
markers, and a stopwatch), two 8 foot ribbons,

20 pastel coloured helium balloons, chairs for
everyone, a small working table and, if necessary,
a cordless microphone.

WHAT TEMPLATES DO I NEED?
(Download from our web site:
www.managers-gestionnaires.gc.ca)

PRE-SESSION
In discussions with the host, clearly agree to the
theme of the session. Open-ended themes seem
to work best, i.e. “To improve our department’s
effectiveness in the next year, we should pay attention to...”. Also the host has the option of using
the generic template or designing one on their own,
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or not using one and just going for the dialogue.
Remember that the host(s) must deal later with
the information that is collected.

1
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SESSION
Room set-up: (note: Open Space requires 30 minutes set-up time)
• All chairs in concentric circles around working
table, with four aisles open to allow movement.
• Twenty helium balloons numbered 1-20 are tied
to chairs randomly around the room.
• Market Place wall (this should be the widest
available wall): Label this wall “Market Place”

with a full sheet of flip chart paper. Divide the
wall into three equal parts, labelled “Session A”,
“Session B”, and “Session C”. You can use two
strands of ribbon or tape to help define the area.
Post a blank sheet of flip chart paper under each
session with post-its numbered 1-20. You also
need 60-80 small pieces of masking tape on the
wall for the participants’ posting of issues.
• Centre working table: 60-80 half or quarter
sheets of flip chart paper (depending on available wall space), 60-80 Open Space templates
and markers.
• “News” wall: Label this wall “News” with a
full sheet of flip chart paper. This is where
the participants will post the template results.
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Again, you need 60-80 small pieces of masking
tape on the wall for the participant’s posting of
the templates.
• The theme written on two flip charts positioned
where all participants can view.

FOUR PART PROCESS:
Build Agenda (60-90 minutes.) Introduce the
theme and warm up the audience. If they are new
to the process explain how it will go. Set the context for this part of the session to allow for full
participation and to identify their issues for the
dialogue session. As the facilitator, role play this
and say, for example, “I am Bob Chartier from the
National Managers’ Community, and to improve

our department’s effectiveness in the next year, we
should pay attention to improving communication.”
Then, continuing the demonstration, go to the centre table and write it down (“improve communications”) on a half/quarter sheet and post it on the
Market Place wall, under one of the three sessions,
with one of the numbered post-its stuck on it. Then
you can begin by asking for volunteers to start it off
by using the approach you just demonstrated. After
they identify their issue, invite them to the centre
table to write their issue on the flip chart paper and
to post it on the Market Place wall. Continue this
until there are no more burning issues that they
want to talk about. It is okay as the facilitator to
repeat, reflect, and seek clarification if necessary,
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but do not challenge what is being said. The wall
should be balanced and generally there are 16-18
issues in each of the three sections. Watch for
similar topics – they should be put into different
sessions to allow more choice.
The Market (20-30 minutes.) Participants “shop”
at the wall, choosing a spot in Session A, a spot
in Session B and a spot in Session C. Participants
need to keep track of their choices by number and
session. This is a good time to have coffee – while
they shop.
The Dialogue Sessions A, B, and C (20-30
minutes each.) Announce the start of Session A,
advise participants that they need to find the numbered balloon that corresponds to their dialogue

choice for Session A. As they join with the other
participants who wish to discuss that same issue,
have them pull the chairs into a small circle. Ask
them to self facilitate, using the template as a guide.
Outline the rules – no facilitator, no speeches,
no-whine zone. If there are more than ten people
around one balloon, have them start a new group
with the same issue, as more than 10 participants
in one group reduces everyone’s dialogue airtime.
After 20-30 minutes announce the end of Session
A, and have them post the results (the completed
templates) on the “News” wall. Then, using the
same process, go to Session B, then Session C.
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Plenary (20-30 minutes). Call everyone back to
the large circle. Facilitate the closing dialogue
around both content and process. The critical part
will be the “where to from here?” question. It is
recommended that this be turned back to the host/
leader to respond, rather than the facilitator. Make
sure you have briefed the host on this part and
given suggestions for response. Close it off with
thanks all around.

POST SESSION
Discuss next steps with the host(s) in regards to
what will happen with the collected information.
Depending on the purpose of the Open Space, you
can recommend using the sticky dot voting

method after the session to identify perhaps 4-6
top priorities, and recommending more in-depth
Workouts or a Courtyard Café for them. If the
session was a prelude to strategic planning, the
results could be forwarded to the Strategic Planning
Group. If the session was a community consultation,
you may recommend action planning after the session or referral to an action group.
Publishing the results (templates) of the session can
be done on-site if you have the technical capacity
and staff, or later if not. It is recommended that they
are typed without editing to make it a true record of
the session, and that all participants receive a copy.
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Blueprint 2: The Interview Matrix
WHY USE THIS TOOL?

2

BLUEPRINT

It is one of the more powerful ways to get the
whole group engaged in dialogue with equal
airtime, focus and consensus building as the
main elements. It quickly brings a working
group to consensus without everyone making
mini-speeches at each other. It is particularly
effective in preventing anyone from monopolizing the available airtime. This is primarily a
small group tool (minimum 12- maximum 60).
The primary outputs include dialogue from all
participants, lively group dynamics, simplified
consensus building and focused problem solving.
It is used for the most part in focus group work,
workouts and management dialogues.
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WHAT EQUIPMENT DO I NEED?
A room that allows for ease of movement (preferably no tables), unobstructed wall space for posting
results, four flip charts, toolbox and stopwatch.

WHAT TEMPLATES DO I NEED?
(Download from our web site:
www.managers-gestionnaires.gc.ca)

PRE-SESSION
This tool could be used as one of many in a typical
Workout. It gathers input, information, opinions
or ideas equally from each participant on specific
issues, proposals or questions. The core of the tool
is four basic questions. These could be pre-set by
the host (focus group style), or worked up by the
group itself, e.g. the challenge wall. Your ques-

BLUEPRINT 2
tions should focus on the areas you need to
address. For example, if you are looking to
improve a process, you could ask, “What are 2 or
3 challenges to …”, “What are 2 or 3 best practices…”, “What are 2 or 3 areas for improvement…”, “What are 2 or 3 supports needed to…”.

Participants are in a circle with four flip charts
outside the circle (each corner). Set the theme and
place the agreed-to four questions (numbered 1 to
4), and write one on each of the four flip charts.

pants 1,2,3,4, 1,2,3,4 and so on, instructing them
to work within this group of four, to write down
their own number, and to write down the question
corresponding to that number on their interview
sheet. Explain that during the first part, the participants will act as journalists in a series of six interviews, three of which they will be the interviewer
and three of which they will be interviewed. As
the interviewer they will always ask their question
now written on their sheet, and record the responses under interview 1, 2, and 3. When they are
being interviewed they can relax and talk at length.

Part A: The Journalist Interviews
(30-45 minutes)
Give each participant a template sheet for the
recording of their interviews. Number the partici-

The facilitator starts them off on #1 of the six
rounds (each round can be three to four minutes)
Sequence: (1-2, 3-4) (2-3, 4-1) (2-4, 3-1) (3-2, 1-4)
(4-2, 1-3) (2-1, 4-3)

SESSION
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Part B: The Editorial (15-25 minutes)
Everyone now has a template full of rough notes
relating to one of the four questions. To form
editorial teams, have the number one’s go to flip
chart #1, number two’s go to #2 etc. Challenge
them to compare notes, find common themes and
unique inputs. Record the best consensus views on
new flip chart sheets and post on the wall.

to the four corners in a clockwise motion. It is not
recommended to have reporting out. People can
read. Have them silently read the results and comment only if they:

Part C: The Paper Route (30-60 minutes)
Point out that up until now, they have been working as reporters and editors on only one of the
four questions. Now is the time to see what their
colleagues have been suggesting on the other three
questions. You can do this by moving the whole
group together around to each corner, or you can
choose to have each editorial group move around

If all these criteria are met, voila...you have
consensus and can move along.

• Disagree with a point
• Have something to add
• Need clarification on something

POST SESSION
This again is more of a host issue than a facilitator.
Results can be refined into an action plan to take
to management (Workout model) or whatever the
group feels they want or need to move forward
with the results.
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BluePrint 3: Future Search
WHY USE THIS TOOL?
This is a good tool to build a shared vision with
a large group of people. It is designed to look at
your business, your mandate or your vision through
many lenses such as the economy, the environment, employment, technology, healthcare etc. It
is principally a stakeholder tool that gets all the
players in the room and gives them all a chance
to participate.

WHAT EQUIPMENT DO I NEED?
•
•
•
•

6-10 flip charts
Roll of brown wrapping paper
Tables and chairs
Toolbox
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WHAT TEMPLATES DO I NEED?
No specific templates

PRE-SESSION
Working with the host, it is critical to get all or
as many of the stakeholders as possible into the
conference. Future Search takes a minimum of
two days, possibly three. There are five blocks
to facilitate.

SESSION
Block A – The Past
A good tool to bring shared history to the surface
is the time line chart. Three long brown strips of
wrapping paper along a wall each beginning 100
years ago to the present. One line is self where
people put important personal dates. Underneath

BLUEPRINT 3
is organization history and important dates. The
final line is Canadian history or world history, if
relevant.

3
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Block B – The Present
Looking for the trends affecting us now. A good
tool for this is the Mind Map (see description later
in book).
Block C – Prouds and Sorries
This is an assessment of what we are doing well
and where we are not hitting the mark. Straight
small group brainstorming on flip charts in small
heterogeneous groups.

Part D – The Future
This is best done as a creative exercise whereby
groups take time to brainstorm, then act out a
vignette of their workplace but set perhaps 5 to 10
years in the future.
Part E – Consensus/Action Planning
Using the two-day results of past, present and the
expressed vision of the future, groups brainstorm
action-planning items and present them to the
large group for consensus.

POST SESSION
Totally depends on the hosts and their commitment to follow through.
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Blueprint 4: The Process Map
WHY USE THIS TOOL?
This can be a dead simple tool, useful in problem
solving workouts whereby a particular process
(invoice process, briefing process) needs to be
improved. The map outlines the existing process
start to finish. Once mapped, the bottlenecks, time
delays and duplicate efforts jump right out.

WHAT EQUIPMENT DO I NEED?
• Large roll sheets of brown paper
• Toolbox

SESSION
Cover a good long portion of one wall with the
brown wrapping paper. With a marker lay out a
vertical axis along the left side. This is the people
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axis. Along the bottom, draw a time line axis.
Using post-it notes begin to lay out every step
of the process beginning with the first person
involved, what they contribute to the process and
the time involved. Then the second, the third and
so on until the whole process is complete with the
final person and timing. Now the workout team
can use different colored markers to work directly
on the map to make recommendations around cutting red tape, unplugging bottlenecks and eliminating duplicate effort.

Blueprint 5: Mind Maps
WHY USE THIS TOOL?

5
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Sometimes the amount of “stuff” around an issue
is quite overwhelming. Our immediate reaction
can be to start to list the issues and concerns on
flip charts or paper. Often creative thought comes
easier in non-linear forms. The mind map is a nonlinear image of the interconnected components of
any particular issue.

WHAT EQUIPMENT DO I NEED?
• Large sheets of brown paper
• Toolbox

SESSION
Cover a wall with the brown wrapping paper. Draw
a circle in the center with the name of the issue/
project. People draw lines out from the circle (like
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tree branches) and brainstorm/write main points
or substantive concerns around the major topic.
Words phrases or even pictures may be used. From
each of these main trunk lines you can have participants build branches or even further sub-branches.
It is recommended that you facilitate this part by
focusing on the “who, what, when, why and how.”
Different coloured pens help distinguish topics. Be
careful not to get too wordy – key words, phrases
or symbols tend to work best. Put down everything
even if it doesn’t appear immediately relevant.
Use mind mapping to stimulate “whole brain”
thinking. It moves us from the linear (top 10 issues
on flip chart) to the whole. Works for groups or try
it as an individual to get you rolling on a project.

Blueprint 6: The Challenge Wall
WHY USE THIS TOOL?
This is another very simple instrument designed
to surface all the challenges faced around an issue
very quickly with equal input from all participants.
Use it at the beginning of a session to make sure
we know what we face before we start diving in
on solutions.

WHAT EQUIPMENT DO I NEED?
• A good wall
• 14-20 half sheets of flip chart paper
• Post-its, fine tip markers, voting dots

WHAT TEMPLATES DO I NEED?
N/A

(A.K.A. Affinity Grouping, Card Sort)

SESSION
Post 14 to 20 of the half sheets along the lower
part of the wall before starting. After you have
introduced the subject of the workout session,
suggest that we better look at all the challenges
that we face as we tackle the issue. Hand each
participant 3 or more post-its and a fine tip marker. Have them work quietly for 5 to15 minutes
thinking about those changes and then writing
each challenge on a post-it...one challenge per
post-it. Stick to a word, phrase or short sentence.
After each one finishes they randomly post the
notes above the half sheets. After all are up, get
everybody up to the wall. Their job, as a group,
is to move the post-its down to the larger sheets
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by organizing then into “challenge themes”. Many
will be duplicates or synonyms resulting in some
sheets quite full of post-its, while others may be
alone and unique and warrant a theme sheet of
their own. Encourage people to move pieces
around until some consensus is reached and all
the post-its are relocated to the flip chart paper.
The facilitator steps in and, keeping the group at
the wall, goes over each of the “theme sheets”
and gets the group to agree on the major theme
expressed. The facilitator writes down that theme.
After this you now have 8 to12 or more challenges identified. The group may then want to
identify the top 3 to 5 and you can do this with
the dot vote method.

POST SESSION
This is a great lead up to an Interview Matrix.
You can identify the top four challenges, turn
them into four questions and do the matrix for
the answers.
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Blueprint 7: Force Field Analysis
WHY USE THIS TOOL?
This tool is useful as a visual representation of
weighing the pros and cons of a decision. It helps
a team look at the forces for or against a plan and
it may help you design ways to reduce the negative forces, strengthen positive forces or make a
decision to stay or not stay with an idea.

WHAT EQUIPMENT DO I NEED?
• Flip chart or large paper on wall
• Toolbox

WHAT TEMPLATES DO I NEED?
N/A
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SESSION
Draw a long narrow box down the center of the
paper. Write the issue into the box. List all forces
for the change along the left column, all force
against the change along the right column. Assign
a score to each force (1 weak to 5 strong). Score
the analysis.
Brainstorm ideas that would change the forces.
For example, if “fear of technology” had a score
of four on the against change side, then a suggestion of “computer learning teams” might reduce
that score to a one. The changes that are brain
stormed could move the balance against an idea
to one in favor or it could help to clearly show
the plan has very little chance of success.

BLUEPRINT 7

POST SESSION

7
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This little instrument can really help you get a
clearer picture of a plan and its subsequent success or failure. Your application of Force Field
Analysis helps you get it straight in your head and
the resulting worksheets will also help you communicate to decision makers how you arrived at
your recommendation.
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Blueprint 8: The S.W.O.T. Analysis
WHY USE THIS TOOL?
This is a long-time facilitator favourite used to
essentially get a group working up an environmental scan.

WHAT EQUIPMENT DO I NEED?
• Four flip charts
• Toolbox

SESSION
Label four flip charts “Strengths”, “Weaknesses”,
“Opportunities” and “Threats”. With the whole
group or revolving small groups ask questions
around each area, for example “Strengths... What
do we do well, what special skills do we have,

what do we know?” Be realistic and honest.
“Weaknesses...how are we seen, where are we
vulnerable?” “Opportunities...what are the trends
out there, what is the new policy on, how will the
demographics play out?” “Threats... who is our
competitor, who does not want this program to
happen, where is the money?”
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Blueprint 9: Matrix Charts
WHY USE THIS TOOL?
To compare two generic points by factoring in
other influences.

9
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WHAT EQUIPMENT DO I NEED?
• Big square wall chart (brown paper)
• Post-its
• Toolbox

WHAT TEMPLATES DO I NEED?
N/A

SESSION
Draw a large matrix (like graph paper on the
wall chart). Let’s say the issue is to determine
the impacts of civil disobedience activity on your
department. Down the left side of the matrix, list
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the community groups, professional organizations, public service agencies, companies and
governments. Along the top, list the impact areas,
criminal law, Charter of Rights, public safety,
consultation and economic loss.
After you have set it up, you fill in the gaps. For
example, the RCMP may be yellow flagged under
__, __ and __ and the Chamber of Commerce is
concerned about __, __ and __. The matrix is a
valuable tool when you are dealing with a variety
of players on an issue and a multiplicity of areas
of concern. You could use a matrix in any situation with a two-sided view, e.g. cost-performance,
objectives-solution, or groups-needs.

Blueprint 10: Critical Path Analysis
WHY USE THIS TOOL?
This is a tool to use when you are beginning a
longer-term project and need to see the best timeline path. The sequential path consists of those
activities that require one thing to be complete
before the next can start, (i.e. doing a citizen survey before starting the strategic plan). A parallel
path recognizes and plots activities that can be
done at any time. Your critical path may in fact
have two roads and a true critical path is the
longest sequence of dependent activities leading
to completion of the plan.

WHAT EQUIPMENT DO I NEED?
• Flip charts
• Large sheets of brown paper
• Toolbox

SESSION
Brainstorm and list all activities necessary from
beginning to end on the flip chart. Time lines
drawn on wall broken into days weeks, months
and years if necessary. The group now moves the
activities off flip charts on to post-its, and begins
to place them on the time line graph. Sequencing
is critical. The time required for each segment
should be as accurate as possible. Non-critical
items could be in different colors or on different
paths. You should however end up with the one
line critical path from project start to project
complete. The approved chart could then be
transferred to computer.
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POST SESSION
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Chart analysis could give planning detail such as
programmers needed for the first three weeks,
funding must be in place by the sixth week etc.
You get tasks to be carried out, best spots for
parallel activity, shortest time to completion,
resources needed and sequence of activity for
scheduling and timing.

27

Blueprint 11: Building a Team Charter - Community Charter
WHY USE THIS TOOL?
You use this tool because team building is not a
“game or an exercise” There will come a time
when team leaders will see charter building as the
inaugural element to their leadership role – until
then it will probably be cast to the outside practitioner to help teams build charters. Remember
a charter is not a work plan, nor does it replace
good work planning. A charter is simply a team
agreement about how we get the work done, who
does it and how we will build commitment to
team based continued learning and improvement.

WHAT EQUIPMENT DO I NEED?
• Flip charts and toolbox

SESSION
You have to be able to put charter building in context with the introduction. Why are we doing this?
What will we be doing and how can we make it fit
this particular team?
Review the key elements of a generic charter:
• Mission statement: Defines teams/community
purpose not the organization
• Workplace values: Big Words (Works well
if team can put a few statements that provide
meaning to them as a team)
• Service standards: Doable and measurable
• Code of conduct: That the team will abide by,
behaviours and actions
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• Roles and responsibilities: Of the team,
individual
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• Protocols: Such as meetings, decision making,
dispute resolution
• Business Lines: Products and services
• Skills inventory: Skills they have been trained
to do (this works well when we are seeking skills
and competencies that may not be currently used
in the team members position/job)
• Team improvement goals: Goals they want
to improve on as a team, supports continous
learning

We would use a variety of dialogue tools to get
the team involved in building each element of the
charter.
You may want to start by prioritizing the top four
to ensure that the focus on building the charter
starts with what is most important to them first.
Mix and match. The interview matrix gets things
moving, but small group brainstorming, affinity
grouping (challenge wall) and critical path mapping
(year time line) may all be helpful.

POST SESSION
Have the team draft the basic elements, put it
into an attractive format and distribute for final
approval. Have a signing ceremony. Refer to the
Charter at all team sessions. Renew it annually.
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Blueprint 12: The Environmental Scan
WHY USE THIS TOOL?
As a facilitator you may be asked to help a team
design and carry out an environmental scan. This
is a tool that tries to effectively identify key trends
and up coming changes that will affect your business in the near future. It is a predictive tool subject to uncertainty and unexpected change, but it
is a valuable precursor to moving forward with
project, program and policy design.

WHAT EQUIPMENT DO YOU NEED?
As a guide, you will help build a source base for
information with the group. A literature review
(library and Internet) will be a mainstay, trend
newsletters, other existing government and business scans will be your best help.
A number of generic areas will probably become
the core of your scan. Demographics, fiscal trends,
workforce patterns, political trends, technology,
legislation, human resources, socioeconomic
data are some fundamental areas that could be
the bedrock of your scan. Others would be added
as discovered or needed.
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SESSION

12

BLUEPRINT

As a facilitator, you will perhaps just help kick the
thing off or you may be a continuing partner. This
is a longer-term project not just a one shot deal.
However, you must do a number of things right
away.
• Build a Charter
• Build a work plan
• Do a critical path
Turn the group into a learning team, each member
taking one area of expertise to learn and teach.
You may also have to do a “survey design”
session with the team.
.
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Blueprint 13: The Facilitated Conference Call
WHY USE THIS TOOL?
The Facilitated Conference Call allows you to conduct a more effective teleconference. It combines
the low-tech effectiveness of the facilitation process
with the high-tech speed and cost-effectiveness of
the conference call. You use it for the same reasons
that you would use facilitation instead of the conventional “chairing” of a session – you get skilled
session management, focus and greater participation. It frees up the Chair to be part of the solution
instead of part of the process, and eliminates “Chair
pull”, where the Chair influences the direction of
the discussion. It brings a professional process to
the teleconference that gets participants involved
and brings them back enthusiastically the next time.

WHAT EQUIPMENT DO I NEED?
Proper audio-conferencing equipment (quality
speaker phone if more than one participant in
a room), e-mail for sharing information, watch/
clock for timing the call.
Note: discourage the use of cordless or cellular
phones due to possible static and interference.
Provide participants with any documents that will
be referred to in advance of the conference call.

WHAT TEMPLATES DO I NEED?
No specific templates, but you need the agenda
to refer to, as well as a list of all participants.
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BLUEPRINT 13

PRE-SESSION

13

BLUEPRINT

Make the conference call reservation well in
advance of the date.
Notify the participants. Let all conference participants know the date, how they can access the conference, facilitators name, start and estimated end
times, subject and agenda. Let the participants
know of any preparation needed prior to the call.
Set the teleconference goal. Establish the objectives you wish to accomplish, provide the agenda
in advance, and indicate the amount of time that
will be spent on each item. For example, if you
require feedback from each participant on a given
topic, and there are ten participants on the call,

you might give each one three minutes for a total
of thirty minutes for the round of feedback.
Develop an outline or script for the opening
remarks, any announcements and closing.

SESSION
Share your enthusiasm and interest from the beginning of the call. Introduce yourself and do a roll
call to identify the participants and their locations.
Set the ground rules – everyone should state their
name before speaking, keep the background noise
to a minimum (use the mute button when not
speaking), keep comments concise and focused
on the topic.
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Keep the call interesting – make frequent changes
in the speakers by calling on specific participants
for their input or questions. Refer to your list of participants, and use check marks beside their names
when they speak in order to track and encourage
everyone’s participation.
Keep it simple:
• review the agenda
• conduct the meeting
• summarize the decisions and action items
Take good notes, both to refer to during the call,
and to create the minutes and record of decisions.
Stay on schedule – respect everyone’s time and
refer to the agenda to keep the call moving and on
time.

Be consistent and disciplined in using good meeting
management behaviours.
Reach closure – summarize what took place, re-state
action items, and thank everyone for their participation.

POST SESSION
Follow up with any participants required – not all
discussions need to take place during the teleconference. More in-depth conversations can occur
after the call. Follow-up with anyone who agreed
to contribute a document to attach to the minutes.
Send out the minutes or record of decisions as
soon as possible after the call. Set a timeframe for
participants to respond if they have something to
add or if they disagree with anything recorded.
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Handy Tools...fine-tuning little tips
1. “THIS WOULD BE A GOOD DAY IF WE...”
Before your session even starts give all the participants a few post-its and ask them to end this sentence. Put a piece of flip chart paper on the door
and have them stick the notes on it. Go over most
of them with the group, acknowledge their comments and promise to come back to the door at
the end of the session to see how well we did.

2. THE PARKING LOT
Label a flip chart “Parking Lot” in a visible part
of the room. Agree that items not “bang on” to
the days subject will be “parked” and returned to
at the end of the day.

3. THE EVALUATION SHEET
Spare us from the long-winded end of day evaluation sheets that tired people run away from. You
need to really know only three things: “What went
right in the session?” “What went wrong?” And
finally “What can we learn from the session to
improve the next time?” That’s enough.

4. TABLES OR NO TABLES
Starting from a circle with no tables is a great
way to send a clear message to participants that
this will be a “working session” – not a “meeting.” Working without tables is like working without a net but it creates a more dynamic energy in
the room. A few long working tables in a room are
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HAND TOOLS
great if you have to lay out material. A few small
round café type tables are excellent to put coffee
and stuff on but can get in the way if overused.

5. THE ROOM
While boardrooms are suitable for more formal
meetings, workout rooms need to be more flexible
and equipped with comfortable chairs, movable
furniture, fold-up flip charts, good acoustics and
lots of in-room technical support.

6. THE NEWS MAGAZINE
Say you want a small group, like a management
team, to do a small quick vision exercise. Take a
cover of a News magazine, like MacLean’s and
with whiteout or cut and paste, change the date
and cover stories. E.g. Dateline 2010... Regional
Department of Public Works announces new
Reorganization and Capital Assets Policy. Make
color copies for all. Hand them out. Have each
participant write their version of the stories behind
the headlines. A one pager will do. Start the stories.
Have some rich dialogue around the possibilities
of the collected visions.
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HAND TOOLS

7. BRAINSTORMING
The granddaddy of facilitation, this is still your
“go to” tool. It is dependable and has been broadly
used in our workplace culture. It is basically an
explosion of ideas, concepts, strategies and creativity managed by you, the facilitator. Remember the
rules: Short and sweet, build on ideas, write it all
down, there are no wrong suggestions, no debate
during brainstorming and most important, encourage wild ideas. Quantity first. Quality later.

8. THE ICEBREAKER
Another oldie but goodie, this little tool’s only
purpose is good manners and warm up. It is no
more than a way for a group of strangers to introduce themselves and to hopefully have a chance to

break the ice, so to speak. The simplest is to have
each participant give their name, their work, and
a third piece which could be why they came, their
best boss, or just something about themselves that
most people in the room would not know.
Guidelines: Use only if the participants do not
know each other. It should not be too time consuming or make participants feel uncomfortable
and embarassed. People are a bit icebreaker weary
these days.

9. EXERCISING
We know more and more about mind body connection. Pay attention to this one over the course of
a long mind-expanding day. Take that impromptu
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five minutes and do a series of stretches. Be
respectful of personal space. Avoid exercises that
involve physical contact with other participants.

10. THE PARETO CHART
This is a little tool invented by Joseph Juran
(of TQM fame) based on the work of Wilfredo
Pareto, a 19th century economist. The Pareto
Principle (20-80) implies that a small % of cause
can have a great % of effect. For example, he
believed that 80% of decisions really fall into the
social political realm and 20% in the technical
area. A Pareto Chart is really at best a large bar
graph based on cumulative percentages. You start
by selecting the items to be compared (problems,

issues, publics etc.) Select a standard for measurement such as frequency. Gather the necessary
data. Arrange the items on a horizontal axis in
descending order according to your measurements
(e.g. frequency). Finish the bar graph showing the
different variables.

11. PLAN-DO-CHECK-ACT
Another great little tool that came out of the quality movement. Use it as a base for all facilitation
problem solving processes. Plan: Select and define
problem, set a goal and get leadership approval.
Identify processes involved and map them. Identify
problem areas and root causes. Do: Generate potential solutions and pick the best.
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Get approval and plan out the solution. Try a pilot.
Check: Obtain and analyze data on the solution.
Did it work? If yes go on, if no go back to step one.
Act: Identify changes to the system now needed
including new training, adapting the solution and
monitoring to see full implementation. Now find
another opportunity for improvement.

12. DECISION TREES
This is a simple tool that allows a group to run
through an idea to the end in a simulated model.
Say the issue was whether or not to set up a special agency. This goes in a circle at the top of the
papered wall. What’s the first question? Does it fit

the mission? Yes or no. If yes you move down
the left side with the next question. If one question goes to no (the right side) you can terminate
the tree or go on with another model. A decision
tree could also compare two solutions by going
down both the left and right side asking the same
questions. It is a good visual way to compare the
ongoing results of your analysis.
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Conclusion
I hope you have found this guide to be helpful. If
you or your Community of Practice requires further information or assistance, please contact the
author or other members of the National Managers’
Community Council. Updates on tools and further
reference material will continue to be available on
our web site.
Bob Chartier
National Managers’ Community Council
www.managers-gestionnaires.gc.ca
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