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Take Appropriate Actions


Intervene in Discussions
Use the table below to locate the meeting methods and facilitator/meeting leader techniques applicable to your meeting purposes.

The references at the beginning of this Task list books, articles and other resources that provide additional information about meeting methods and meeting facilitator/leader techniques.

Additional information is available in video format from the NPC MWR Division Training Branch Media Resource Center, (901) 874-6737 or DSN 882-6737.  See address in the Intro section of this desk reference.

IF YOU NEED TO:
THEN REVIEW GUIDELINES ON MEETINGS PAGE:
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SOLVE PROBLEMS/MAKE DECISIONS

Model
1.  Define the problem.

2.  Brainstorm possible cause(s).

3.  Analyze the data.

4.  Brainstorm possible solutions.

5.  Obtain consensus.

6.  Develop action plan(s)

TYPES OF DECISIONS

Command Decision
Made by an individual without consulting others.

Consultative Decision
Made by obtaining the advice and involvement of others who have relevant knowledge or who will be impacted by the decision.

Consensus Decision

Made by team members/meeting participants taking ownership for the decision as a united group who considered the facts and alternatives and agreed on the best apparent course of action.  (Doesn't mean that the given solution is the BEST solution, but rather it was the solution that everyone could support.)

KEYS TO EFFECTIVE DECISION MAKING

Absolute Frankness and Honesty
Not withholding information or opinions because of our fear that we will be "put down" or ignored.

Not coloring our views based on what we feel the group will accept.

Courtesy and Respect
Honestly trying to see the value in each other's opinions even when they differ from our own.

Unity and Diversity
Although we are all different, we have a common purpose as a team/ meeting participants.

As such, we need to listen to the opinions of others and after we have listened and been listened to, we support the decision of the group.

CONDUCT FOCUS GROUPS

Purpose
•
Increases involvement of meeting participants and elicits buy-in.

•
Makes the problem-solving process more participative and insightful.

•
Explores vague, but important issues.

•
Documents what the meeting participants know collectively.

•
Provides insights that can be quantitatively followed up by focused study and analyses.

How
•
Use a group of 10-12 peer-level participants, knowledgeable about the issue.

•
Break meetings into no more than 1 hour sessions.  This way, the attention and quality of the focus group input and effort can go on as long as needed.

•
Establish and post group-developed ground rules.  Ensure participants are safe by minimizing criticism.  Everyone's input is valuable, therefore everyone must be heard.

•
Use discussion methods to examine views, perceptions, beliefs, attitudes and suggestions.

•
Guide meeting with open-ended questions.

•
Build on the ideas/inputs of other members.

•
Record input/ideas on easel pad and post so all focus group participants can read the ideas.

When
•
Generating new ideas, programs, activities, events, etc.

•
Identifying causes of problems and developing solutions.

•
Evaluating existing programs, activities, events.

•
Gathering general, but objective data/input/ideas--how things work/are done.

LEAD BRAINSTORMING SESSIONS

Purpose
•
Generates creative ideas without criticism or judgement.

•
Increases involvement of meeting participants and elicits buy-in.

•
Makes the problem-solving process more dynamic.

•
Documents what the meeting participants know collectively.

How
•
Record all ideas.

•
No discussion during the brainstorming.

•
No criticizing or evaluating ideas.

•
Build on the ideas of other members.

•
Strive for quantity--exhaust the ideas.

•
Write all ideas on easel pad and post so all meeting participants can read the ideas.

When
•
Identifying processes for improvement.

•
Establishing goals and objectives.

•
Generating new programs, activities, events.

•
Identifying causes of problems.

•
Generating solutions to solve problems.

FACILITATE MULTI-VOTING

Purpose
•
Quickly reduces many items, ideas, solutions, recommendations, etc., to a manageable few.

•
Elicits a high degree of group agreement.

•
Promotes team ownership.

How
•
Generate a list of discussion items.

•
Combine similar discussion items.

ROUND NO. 1

•
Participants vote for as many of the items as they want to discuss--one vote per item.

•
Count participants; divide by two.

•
Circle items receiving votes from half or more of the participants.

ROUND NO. 2

•
Count circled items; divide by two.  Each participant gets this many votes.

•
Vote again.

•
If more than five items remain after this vote, repeat Round No. 2 until three to five items remain.

CAUTION

Avoid multi-voting down to only one item... this one item constitutes a false consensus.

When
Reducing long lists of problem processes, problem causes, problem solutions or program, activity, or event ideas.

USE NOMINAL GROUP TECHNIQUE (NGT)

Purpose
•
To elicit ideas in a private way.

•
To clarify and then discuss ideas.

•
To make selections from the ideas generated.

How

Part

No. 1

_______

How

Part

No. 2
•
Introduce the task/problem in the form of a question.

•
Write it on an easel pad and post on the wall.

•
Ask team members/meeting participants to write down their ideas in silence about the problem or task.  (No joking, talking, moving around, etc.)

•
List all ideas on easel pad paper and post the list.

•
Clarify and discuss ideas.

•
Condense the list, if possible.  (There must not be more than 50 items.)


_______________________________________________

•
Distribute 3 x 5 cards to each participant.


-  4 cards per participant if 20 items.


-  6 cards per participant if 20-35 items.


-  8 cards per participant if 35-50 items.

•
Each member writes down one item on each card.

•
Members assign point values to each item, highest value being the number of cards they have.

•
Collect the cards and tally the point values and the votes (not always the same).

•
Select the item(s) with highest point values on which to work/focus.

When
•
Reducing long lists of processes, problem causes/solutions, or ideas.

•
Members are new to each other or very timid.

•
When issues are very controversial.

•
When participants are deadlocked.

FACILITATE CONSENSUS

Purpose
•
To reach a decision agreed upon by all team members/meeting participants that has been fully explored and does not violate any participant's strong convictions or needs.

How
•
Team members/meeting participants present their solutions/ideas clearly and logically.

•
Listen to others' reactions and consider them.

•
Discuss available alternatives.

•
Discuss assumptions which are not backed by data.

•
Encourage participation by everyone.

When
•
The decision or choice involves significant standards, processes, strategies or solutions.

•
Total team/meeting participant agreement is necessary in order to progress.

EMPLOY ACTIVE LISTENING

Purpose
•
Shows speaker you are listening with interest and value their contributions.

•
Ensures mutual understanding and solutions to problems.

•
Clarifies difficulties.

How
•
Paraphrase what you hear at appropriate intervals.

•
Indicate your understanding through non-verbal cues like head nodding, positive facial expressions, minimal responses, and statements like "Um-hmm," "Ah-ha," "Oh!/?," etc.

•
Indicate your lack of understanding by asking clarifying questions.

•
Take notes.

When
•
Understanding directions or ideas.

•
Receiving feedback.

•
Discussing topics that offer a lot of facts, details, information, or suggestions.

•
Understanding exactly what a person is saying is critical.

Examples
•
"If I understand you correctly, you're saying that our department has to convert all of its NAF billets to GS?"

•
"Then you're feeling frustrated by our lack of resources?"

•
"Tell me, how would this save us time and money?" 

ATTEND

Purpose
•
Shows respect for the speaker and what is being said.

•
Shows interest in their message.

How
•
Be physically relaxed and natural.

•
Initiate and maintain eye contact.

•
Use minimal verbal encouragement to talk.

•
Lean forward slightly toward the speaker as you listen.

When
All the time.

Examples
•
Listener devotes full attention to the speaker.

•
Listener doesn't rifle through papers or allow interruptions.

•
Listener gives minimal verbal encouragement like, "Go on," "I see," or "Uh-hmm."

PARAPHRASE and SUMMARIZE

Purpose
•
Lets the speaker know you're listening.

•
Clarifies and condenses a speaker's comments.

•
Assures that you really do understand what the speaker is saying.

How
•
Listen for the basic message.

•
Restate it clearly and simply.

•
Don't alter the basic message.

When
•
A speaker's thoughts and feeling are scattered/disorganized.

•
Checking your understanding.

•
To close a discussion or meeting.

•
The theme needs to be explored more thoroughly.

Examples
•
"So, you're saying we've discussed three separate problems: 1) equipment is not in the right place; 2) lighting; and 3) inadequate paper stock.  Is that right?"

•
"Before we end this meeting, I'd like to summarize what we've decided.  Ted and Amy will begin gathering data on the communication steps; Al will get the technical data on the equipment; and I'll write up the notes of this meeting and talk with their supervisors about clearing their work schedules for those activities.  Was there anything else?"

USE OPEN-ENDED QUESTIONS

Purpose
To elicit more detail from the speaker.

How
•
Avoid questions that can be answered "YES" or "NO."

•
Ask questions that start with "Who," "What," "Why," "Would/could you tell me more about ... ," or "If ..."

When
•
You need more information.

•
Exploring consequences of actions, decisions, suggestions/recommendations, etc.

•
The speaker needs direction.

•
A speaker needs encouragement to talk.

Examples
•
"What would happen to the communication flow between departments IF we implemented this plan?"

•
"WHO would be responsible for that?"

•
"WOULD you elaborate on that point?"

•
"COULD you tell us how we could make that work?"

PROVIDE FEEDBACK

Purpose
•
Supports effective behavior.

•
Guides members to successful performance.

How

•
Be objective.  State the constructive purpose of your feedback.  Address actions, behavior & statements, NOT personalities.  Make feedback clear and specific.

•
Use "I" messages to describe your reaction to specific behaviors.  Speak in specific and non-threatening terms to an individual or to the group.  Avoid using "you" and "should's."

•
Express the consequences of the behavior.

•
Give the other person an opportunity to respond.

•
Summarize and express your support.

When



•
A person's behavior is having a negative effect on the group.

•
Effective behavior occurs and you want it to continue.

•
The group is not functioning effectively.

•
Asked.

Examples
•
"I've noticed that the last 45 minutes have been spent on our first agenda item.  This means that to finish our meeting we'll need to go overtime.  I don't know about the rest of you, but this is a problem for me."

•
"I've been interrupted four times in the last twenty minutes and I'm feeling frustrated.  Is anyone else finding that interruptions are a problem?"

•
"I think the Process Check has made our last two meetings better.  How do the rest of you feel about this technique?"

RECEIVE FEEDBACK

Purpose
•
Makes you aware of how others perceive you.

•
Assesses the effectiveness of the group.

How
•
Actively listen to the feedback without reacting or evaluating.

•
Avoid the need to explain, make excuses for or rationalize your behavior.

•
Put yourself in the other person's position to understand their point of view.

•
LISTEN non-defensively to what members of the group are saying.  Be sure you understand the intended message.  Ask for more clarity/specifics to be sure you understand the intended message.

•
Don't assume that one person's feedback is representative of everyone's experience.  Test the validity of the feedback with others, e.g., "Do the rest of you see this as a problem?"

•
Jot down notes about strengths and areas of improvement.

When
Someone gives you or your team feedback.

Examples
•
"Ted's point is that we have completed only part of our agenda.  Do the rest of you see this as a problem?  What course can we take to get through this agenda and make sure this doesn't happen again?"

•
"You're saying that people in this group frequently interrupt each other?  Do the rest of you see this as a problem?  How about if we all do some gate-keeping so interruptions don't happen anymore?"

•
"You think the Process Check is making our meetings more effective.  Do the rest of you agree with this feedback?"

RECOGNIZE CONSTRUCTIVE FEEDBACK CUES

SEQUENCE
EXPLANATION

"When you..."
"I feel..."
"Because..."
(PAUSE)
"I would like to..."
"Because..."
"What do you think?"


Describe behavior without judgement, exaggeration, labeling, attribution, or motives.  State the facts specifically.

Express how the behavior affects you, the team, or the project.

Indicate why you or others are affected that way; connect the facts you have observed with the feelings provoked or the effect on the team/project.

Give the listener(s) a chance to reflect and respond

Identify the changes you want the other person to consider; describe it.

Explain how the change will alleviate the problem/improve the situation.

Listen to their response; be ready to discuss options and compromise if necessary to reach acceptable solutions.

FACILITATE

Purpose
•
To make everything (communication, processes, strategies, solutions, etc.) easier for the team/meeting participants.

•
Encourages and directs response through selected communication and behavior.

How
•
Ask open-ended questions.

•
Phrase requests to encourage more responses.

•
Acknowledge and positively respond to contributions made by participants.

•
Ask for more specifics on examples, suggestions, ideas, etc.

•
Redirect questions or comments to other members of the group.

•
Encourage non-vocal participants to participate.

•
Paraphrase for clarity and understanding.

•
Avoid stating opinions or interjecting your own ideas.

•
Refer to contributions people have made.

When
•
All the time, especially when problems arise.

•
Model facilitating behaviors for other team members/meeting participants to follow.

COACH

Purpose
•
To help meeting participants develop their skills.

•
To help the team be successful--to meet team goals/meeting objectives.

How
•
Encourage and praise.

•
Give specific, constructive feedback.

•
Work meeting participants through difficult processes/problems, instructing when necessary.

•
Ask meeting participants with specific expertise to share it with everyone.

When
•
All the time, especially when problems arise. 

•
Model coaching behaviors for other team members/meeting participants to follow.

DETERMINE PARTICIPANT FEELINGS

IF NON-VERBAL BEHAVIORS ARE:
THEN POSSIBLE FEELINGS MIGHT BE:

Smiling

Nodding affirmatively

Leaning forward

Maintaining eye contact
Enthusiasm

Understanding

Interest

Agreement

Yawning

Staring into space

Shuffling feet

Leaning back in chair

Watching the time

Tapping a pencil
Boredom

Fatigue

Disinterest

Frowning

Scratching head

Pursing lips

Puzzled look

Avoiding eye contact
Disagreement

Confusion

Timid about speaking

TAKE APPROPRIATE ACTIONS

IF GROUP'S NON-VERBAL BEHAVIORS EXPRESS FEELINGS OF:
THEN:

Enthusiasm

Understanding

Interest

Agreement
Continue with discussion until designated time is up.

Boredom

Fatigue

Disinterest
Take a break, speed up discussion, or ask open-ended questions to involve more participants in the discussion.

Disagreement

Confusion

Timid about speaking
Direct probing questions to specific participants regarding possible areas of disagreement/confusion or ask participants to provide clarification by giving specific examples.

WHEN AND HOW TO INTERVENE IN MEETING/GROUP DISCUSSION

WHEN:
HOW:

Group discussion loses focus away from the stated objective
Ask a question about something that has already been said to encourage participants to build on.

Inconsiderate behavior begins to hinder the group's interaction
Remind the group that each participant needs to be considerate and respect everyone's opinions.

Group stalls out on input about the discussion topic and experiences more than 5-10 seconds of silence (allow thinking time)
Ask if participants have anything more to add . . . you might say, "We've explored the topic, is there anything else?"  If not, then close the discussion.

Emotional intensity of group is too high
Take a time out OR if applicable, ask a question to lead group to creative problem solving.

Scheduled discussion time is up and closure is needed before moving on
Let participant finish talking and then tell the group time is up and bring the discussion to a close.

NOTE:  If topic is still hot, encourage group to set an additional time (during lunch, after hours) when they (without you) can get together to continue discussion.

Interruptions/interrupters
Remind them why here--stay focused to accomplish goal.

Questions - Let them know that you have scheduled time at end for Q&A.

Deal with legitimate questions (on topic, appropriate, not meant to sabotage/off track

Do offline.
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