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[bookmark: _Toc84646307][bookmark: _Toc496119194]How to Use This Guide
This Facilitator’s Guide covers the following:
· Work you’ll need to do prior to the workshop, 
· Materials and equipment you’ll need for the workshop, and
· Instructions and verbiage to conduct the workshop.  
Headings
The heading for each section indicate the information that will be covered in that particular section.  
Instructions Section
On the right-hand side of the workshop instructions pages you’ll find the approximate number of minutes required to complete a topic.
The format for the instructions section contains 2 columns as follows:
	1. Left-hand Column:
· Contains graphics, such as a copy of a slide or an icon, indicating the major aspect of the training segment.  For example, a television set icon indicates that a video will be shown. The next page shows the various icons used.
	2. Right-hand Column 
· Lists the information or instructions to be conveyed to the participants and contains possible starting questions you can ask about the topic to engage participants in a discussion or an activity.
· Describes the activity to be completed. Note that actions to be done will always be in bold.
NOTE: This Facilitator’s Guide is not intended to be used as a script.  The words in this column give you one example of how to deliver the content. Part of your preparation is to review this guide and become familiar with its contents, structure, and flow.  You should feel free to use your own words, adjust the delivery to your own style, while also adapting to the needs of the group you are facilitating. At all times, be sure to show enthusiasm and comfort with the material when you are presenting.  This will provide a more enjoyable and meaningful session for your participants.

	
	Anything in a gray box means that you will be “doing” something rather than presenting.



[bookmark: _Toc496119195][bookmark: _Toc84646310][bookmark: _Toc84646308]Symbols Used in the Facilitator’s Guide
There are many symbols used in this Facilitator’s Guide to serve as prompts for the type of activity occurring at that point in the program.  Here is a list of those symbols and what they mean. 
	[bookmark: _Hlk495497831]
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	Presentation
	
	[image: MP900321177[1]]
	Key Information

	[image: ]
	Spring Forward Exercise
	
	[image: MC900241737[1]]
	Pull through previous learnings

	[image: bd06810_[1]]
	Pair Discussion/Exercise
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	Participant Manual “Write-along”

	[image: MC900174351[1]]
	Group Discussion/Exercise
	
	[image: UMU]
	UMU activity

	[image: ]
	Write responses on a flip chart
	
	[image: MC900156153[1]]
	Checkpoint

	[image: ]
	Transition to next topic
	
	[image: ]
	Individual Activity


In some cases, an activity will transition from one type to the other (e.g. from individual to group discussion). In such cases, more than one symbol may be used in chronological order. 


[bookmark: _Toc494966909][bookmark: _Toc496119196]Materials & Equipment for Module Three of The Facilitative Leader
Following is a list of the materials to be used in this training session.  Be sure to become familiar with all of them.
· Projector and Screen
· Laptop
· PowerPoint Slides – “The Facilitative Leader 3: Facilitating and Coaching Individuals”
· Facilitator Guide (this document)
· Updated Participant List
· Participant Packets (one for each participant)
· Tent Cards 
· Participant Manual
· Spring Forward Booklet 
· Flipcharts – one for Facilitator, plus one for each table group)
· Pins/tape to hang posters
· Tape
· Pens and Markers
· Post-it notes (one different color package for each table group)

Flip Charts:
· Course Objectives (posted, if appropriate)
· Ground Rules (posted)
· Coming Attractions (posted)
· Module 3 Agenda
· Five Elements of Trust
· Post Test

[bookmark: _Toc84646313][bookmark: _Toc496119197][bookmark: _Toc442699705]The Facilitative Leader Module Three: Summary Agenda
	TIME
	TOPIC

	5 minutes
	Workshop Introduction
· Checkpoint
· Course Objectives
· TAFA 
· Ground Rules
· Your Materials

	7 minutes
	Homework Review 

	
	1. Have participants share results of their homework (in pairs, table groups, and/or with the class) 

	2 minutes
	Workshop Introduction
· Agenda (Compare to participant objectives if appropriate)

	20 minutes
	[bookmark: _Hlk498453140]A. 3 Management Styles
1. Review the 3 styles of management.
2. Participants complete fill-in-the-blanks in their workbooks.
3. Introduce the Drivers Model.
4. Having a Coaching Conversation

	4 minutes
	Review Activity

	
	1. Instruct teams that you will take turns asking each team the questions. Award dots as appropriate. 

	5 minutes
	Spring Forward – 3a. Determining Appropriate Management Styles

	
	1. Identify the most appropriate style for a situation.

	15 minutes
	B. The 5 C’s of Trust
1. The 5 C’s of Trust
2. How to hold a trust conversation

	20 minutes
	[bookmark: _Hlk498453169]C. Decision Matrix
1. The Decision Matrix
2. Correlate the Decision Matrix with the 3 Levels of Leadership.
3. Holding the Decision Matrix Discussion

	[bookmark: _Hlk495581580]25 minutes
	D. The Power of the Starting Question
1. The components of a starting question
2. Build a starting question together

	19 minutes
	The Power of a Starting Question - Exercise

	
	1. Instruct teams to build a starting question.

	8 minutes
	E. Using Reactions Questions
1. Direct Probe, Playback, Leading and Float and Idea.
2. After each question, facilitate a backwards build-up review.

	10 minutes
	F. Keys to Meaningful Praise
1. Give praise using the GIFT model.

	10 minutes
	G. Providing Constructive Feedback
1. PERCS model for giving constructive feedback.

	5 minutes
	Review Activity

	
	1. Instruct teams that you will take turns asking each team the questions. Award dots as appropriate.

	[bookmark: _Hlk494296003]10 minutes
	[bookmark: _GoBack]Spring Forward 3b – A Trust Discussion

	
	1. Participants select a direct report with whom they will be having a one-on-one, and prepare to have a trust discussion.

	15 minutes
	Session Close (Will vary based on FL “package” being delivered.)
Review Agenda
TAFA: Tools and Concepts in this Module
Checkpoint to next module if appropriate
Connect with LSI
Congratulations slide with appropriate closing activities depending on whether this module is delivered as part of the four-day or as a stand-alone 
Execute Post-Test if appropriate
Award dot winner MVP prize if appropriate
Complete From Classroom to Application if appropriate 
Execute Evaluation if appropriate
Formally close the session.

	180 minutes 
(3 hours)
	Total Training Time



[bookmark: _Toc496119198][bookmark: _Toc442698450][bookmark: _Toc442699706]Module 3: Introduction
Overview
Leaders learn techniques to use while coaching individuals for high performance.
Models used include the following:
· The 3 Management Styles
· The 5 Cs of Trust
· The Decision Matrix
· GIFT Model for Praise
· PERCS Model for Constructive Feedback 
Key Learnings
· Identify the three management styles.
· Apply the appropriate management style based on the skills and experience of the other person.
· Address trust issues by identifying the trust component missing and implementing strategies to build trust.
· Confidently give praise and address performance issues in a way that is productive. 
Flipchart Setup
· Post on the wall ahead of time three flip chart pages with the following titles
· Objectives
· Agenda
· Coming Attractions
· Primary flip chart
· 1st page - Blank
· 2nd page - Prepare a flip chart labeled 5 Cs of Trust which includes the 5 Cs listed.
Facilitation Tips/Background Information
· Accommodate participant objectives where possible, but do not be tempted into shoe-horning their objectives into the planned activities. If it’s not going to be covered, explain why it is out of the parameters of this workshop. If appropriate, consider covering out-of-scope objectives over lunch, on breaks, or in some other way. 
Timing: 3 hours


[bookmark: _Toc491270451][bookmark: _Toc494966913][bookmark: _Toc496119199]Module 3: Facilitating and Coaching Individuals Agenda
A. 3 Management Styles
Exercise:  Determining Appropriate Management Styles
B. 5C’s of Trust
C. Decision Matrix
D. The Power of the Starting Question
E. Using Reacting Questions
F. Keys to Meaningful Praise
G. Providing Constructive Feedback
Exercise: Giving Praise and Constructive Feedback




Timing:  2 hours
	
	

	PPT: Title Slide
[image: ]
[image: j0301252]
	SHOW POWERPOINT: Title Slide
[bookmark: _Hlk499568583]Note to Instructor: This instructor guide is written as if the course is being taught as half-day modules, one a week. Accordingly, for all modules after the first, we quickly: 
· Remind of the overall course objective
· Review the eight modules (checkpoint slide)
· Review the 7 TAFA principles
· Review the ground rules
· Review what was covered in the prior module (max 10 slides)
· Review the homework from the prior module
· Introduce what will be covered in this module (agenda slide)
If this module is NOT being taught as weekly half-day modules, you will want to customize your opening depending on several factors, including the number of modules the participants will be receiving in total, and whether this is the first module, or following a previous module on the same day, or following a previous module after a break of a day or more.  As examples:
· If this module is being taught as a stand-alone module, start with the agenda slide and hide all the other slides.
· If this module is the second half of a day in which a previous module is taught, use only the checkpoint slide and the agenda slide. 
SAY:
Welcome back to The Facilitative Leader Workshop!
Ensure that each participant has signed in. 


	PPT: Workshop Introduction
[image: ]
	SHOW POWERPOINT: Workshop Introduction
SAY:
Let’s start by review our course objectives.
(READ objectives on slide.)

	PPT: Checkpoint
[image: ]
	SHOW POWERPOINT: Checkpoint
SAY
Recall that we achieve this objective through eight modules.
(Review the names of the eight module)

	[bookmark: _Hlk499571070]PPT: TAFA 
[image: ]

[image: j0301252]
	SHOW POWERPOINT: TAFA
SAY:
Through these eight modules, we are learning the seven principles that make up TAFA – Taking a Facilitative Approach. Any time you have a decision to make, a problem to solve, someone to coach or correct, TAFA provides you tools and techniques for doing it successfully.
Let’s walk through the seven TAFA principles together.
	1
	Start with the why, not with the what


People are often inspired when they are connected and aligned with purpose. Unfortunately, as leaders we often focus on what we want done and start there. Facilitative leaders understand the importance of why and always start any discussion, meeting, initiative kickoff, etc., with the why.
	2
	Understand and empower; don’t command and control


Often leaders don’t involve those impacted because they believe they need to control all aspects of what is done to achieve their desired result. However, leaders who take a facilitative approach understand how to empower others by defining purpose and providing guidelines that allow teams to create recommendations that are thoughtful and innovative, but also practical and implementable. 
	3
	Create the Vision, not the solution


One of the key roles of leaders is to set a vision of success with a clear and compelling “why” that inspires success. Facilitative leaders understand that once they set the vision they must give their people the authority, resources, support and coaching so that their people can develop and implement solutions and strategies that bring the vision into reality.
	4
	Connect first; correct second


Some leaders are expert at pointing out mistakes their people make.  They seem to enjoy demonstrating their superiority by identifying errors and then showing their people what they have done wrong. Leaders who take a facilitative approach understand the importance of connecting with people first and helping them discover their own errors.  They recognize the power of being the “guide on the side” rather than the “sage on the stage.”
	5
	Equip for success; monitor for results 


So many teams are essentially destined to fail from the start because they are not properly equipped for success. Facilitative leaders understand that teams require eight essentials and provide teams the essentials they need to accomplish their work. At the same time, many plans fall short of their desired ends due to lack of monitoring for results. Facilitative leaders understand the need to monitor for results every step of the way. 
	6
	Engage conflict; address dysfunction


Leaders who don’t have the tools to effectively manage conflict and dysfunction tend to respond with either a “fight or flight” strategy when faced with a challenging situation.  They either avoid addressing issues and hope they go away on their own or try to overpower situations by forcing their will without listening to or considering other alternatives. Leaders skilled in taking a facilitative approach view disagreement as an opportunity to identify better solutions; they view dysfunction as a sign that something important is not being addressed and they use appropriate techniques to resolve conflict and manage dysfunction. 
	7
	Drive participation, not just input


How often does a decision come down from headquarters which the people in the field know makes absolutely no sense? The idea couldn’t possibly work and everyone knows it, except the leaders. Leaders who take a facilitative approach recognize that you can get better decisions and achieve higher levels of buy-in when those impacted by the decision are involved in creating it. 
SUMMARIZE:
These principles outline what it means to take a facilitative approach inside an organization. As more and more leaders adopt a facilitative approach to leadership, we expect to see greater business results through higher levels of buy-in and commitment throughout the organization.

	PPT: Ground Rules
[image: ]
[image: j0301252]
[image: MC900174351[1]]
	SHOW POWERPOINT:  Ground Rules (build)
SAY:
As we go through the curriculum, recall that we have adopted the following ground rules.
DO:
REVIEW ground rules on slide. 

	PPT: Checkpoint
[image: ]
[image: j0301252][image: MC900156153[1]]
	SHOW POWERPOINT: Checkpoint (build)
CHECKPOINT:
So, let’s take a quick look at what we covered when we were last together. In the prior module, Module 2 Facilitating Communications, we learned about communication styles and how to adapt to each team member.  
DO:
Use the Module 2 Review Deck to recap the information.


	PPT: Homework Review 
[image: ]
[image: MC900174351[1]]
	SHOW POWERPOINT: Homework Review
SAY:
Now that we have done a quick review of what was covered when we were last together, let’s take a look at the homework assignment and hear about how we did in applying this information.
DO:
· Review the homework assignment. 
· Identify a leader for each table group, and instruct the table leader to have each person at the table answer the questions on the slide. 
· Explain that once each person has shared answers, the team should select one person to share his/her answers with the entire class once all the groups come back together.
· Prior to starting, consider giving everyone a minute to write down responses so that people will be able to listen to others instead of thinking about what they will say when it is their turn.


	PPT: Agenda
[image: ]

[image: j0301252]
	SHOW POWERPOINT: Agenda 
DO:
REVIEW the module agenda on the slide.
CHECKPOINT:
Now that we have reviewed our homework from the last module, let’s move into this one.  We’ll start with talking about the three management styles.  

	PPT:  3 Management Styles[image: ]
[image: MC900174351[1]][image: ]

	SHOW POWERPOINT: 3 Management Styles 
SAY:
Did you know that there are three classic management styles? They are directing, coaching, and delegating. Let’s take a few minutes to understand each one.
Director – Some of us are naturally directors.  Our highest desire is for our team members to be clear about what is expected of them.  We want our team to know what we desire and how they should go about doing it. We tend to explain to our people a lot, or become upset when we didn’t, because as a result we typically get a less than preferred outcome.
· As an example, assume a director was meeting with a direct report in a conference room, and there was a loud conversation being held right outside the closed door.  The director might say, “That noise is disturbing our meeting.  Would you go out there, let them know we are meeting and if they can quiet the noise that would be great.  If they can’t, ask them if they wouldn’t mind going someplace else to talk?
ASK:
When should you direct?  
ANSWER: 
When there is a lack of time to coach, or the person has inadequate experience, or there is a lack of trust in the ability to accomplish the task.
DO:
INSTRUCT them to fill in the blanks in their workbooks:
· Lack of time
· Lack of experience
· Lack of trust


	PPT: 3 Management Styles (cont)
[image: ]
[image: MC900241737[1]][image: ]
	SHOW POWERPOINT: 3 Management Styles (cont) (build)
SAY:
Coach – While some are directors, others of us are natural coaches.  Our highest desire is to help people realize their potential.  We enjoy sitting down with people and engaging them in conversation that help them learn what to do and how to do it.  We enjoy teaching others and watching them take on higher levels of responsibility.
· Going back to the example, a Coach might say, “The noise is disturbing our meeting.  What do you think we should do?”  The coach would then help the team member formulate a plan of action.
ASK:
When should you coach?  
ANSWER: 
When there is plenty of time and when you are preparing to delegate.
DO:
INSTRUCT them to fill in the blanks in their workbooks:
· Plenty of time
· Preparing to delegate

	PPT: 3 Management Styles (cont)
[image: ]
[image: MC900241737[1]] [image: ]
	SHOW POWERPOINT: 3 Management Styles (cont) (build)

SAY:
Delegator – Finally, some of us naturally delegate to others.  Our highest desire is to let people use their expertise to get the job done.  Delegators generally do not require a specific outcome.  Instead, they tend to express what the need is and then trust that their team members will get the job done in a suitable timeframe with a suitable outcome.
ASK:
When should you delegate?  
ANSWER: 
When the other person has plenty of experience and when you have plenty of trust. 
DO:
INSTRUCT them to fill in the blanks in their workbooks:
· Plenty of experience
· Plenty of trust

	PPT: 3 Management Styles (cont)
[image: ]
[image: MC900174351[1]]
[image: MP900321177[1]]
	SHOW POWERPOINT: 3 Management Styles (cont) 
ASK:
· When should you direct?   
(When there is inadequate experience, or lack of trust in the ability to accomplish the task.)
· When should you coach?  
(When there is plenty of time and when you are grooming for a higher position.)

· When should you delegate?  
(When there is considerable experience and trust in the ability to accomplish the task.)
POINT OUT:
While each of us has a natural management style, our role as leaders is to apply the style that is most appropriate for the team member, not for us.


	PPT: Direct When Delegate More Appropriate 
[image: ]
[image: MC900174351[1]]

	SHOW POWERPOINT: Direct When Delegate More Appropriate (build)
DO:
INSTRUCT table groups to discuss the answer to the question on the slide: What happens when you DIRECT people for whom DELEGATING is more appropriate?
DO:  
INVITE 2-3 groups to share their responses.
SAY:
REVEAL the answers on the slide:
· They become frustrated
· They consider you a micro-manager

	PPT: Delegate When Direct More Appropriate
[image: ]
[image: MC900174351[1]]


	SHOW POWERPOINT: Delegate When Direct More Appropriate (build)
DO:
INSTRUCT table groups to discuss the answer to the question on the slide: What happens when you DELEGATE to people for whom DIRECTING is more appropriate?
DO:  
INVITE 2-3 groups to share their responses.
DO:
REVEAL the answer on the slide:
· YOU become frustrated!  
· They don’t get it done.
SAY:
These are both examples of mismanagement. An important point, however. When WE mismanage people, THEY look bad. Imagine a person who just needs strong direction who works for a delegator and badly performs because of lack of guidance. Or a person who is very creative but under performs because he/she is de-motivated by the style of a director. In both cases, the person looks bad because of mismanagement. When WE mismanage people, THEY look bad.
TRANSITION: 
Let’s look at some techniques for each of the different management styles. 
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	PPT: 3 Management Styles [image: ]
[image: j0301252]
	SHOW POWERPOINT (3 Management Styles)

REVIEW the content on the slide.
NOTE:  Share examples from your experience about a time each of these styles was executed effectively.
Example:
One of the facilitators in our business speaks of a time when he was with a big 4 consulting firm and a partner asked him to go off and do a study of handheld inventory devices. There was no internet at the time, so he went off to the library spent two days identifying and understanding and documenting the various alternatives for handheld inventory devices. When he came back he had this 12-page report he proudly handed it to the partner. As the partner slowly looked through the pages he said, “Wow, you put a lot of time into this.” Again, proudly, consultant said, “Yes, I did.” he had no idea that the partner was NOT complimenting him.  When the partner finally got to the last page, he asked, “Where's your recommendation?” “My what?” the consultant asked.  “Well, which of these devices should we use with our client?” he asked. “What client?” the consultant asked. The partner just shook his head. It was at that moment that the consultant realized the partner had asked him to find a rock and the partner was now telling him it was the wrong rock. The consultant had not asked the questions that he needed to ask. Unfortunately, the partner was a bad delegator, and he was a bad “delegatee.” Don't let either happen to you. So, let's talk about the steps for effective directing, delegating and coaching.

	PPT: Effective Directing [image: ]
[image: j0301252]
	SHOW POWERPOINT: Effective Directing (build)
SAY:
When you direct someone consider the following steps. 
DO:
REVIEW the content on the slide.

	PPT: Effective Directing [image: ]
[image: MC900174351[1]]
	SHOW POWERPOINT: Effective Directing (build)
DO:
Direct table groups to discuss and determine their answer to the first question on the slide.
ASK:
So, which of these steps would be the same and which would do differently if you were delegating instead of directing? 
SAMPLE ANSWERS: 
· #1 and #7 are the same 
· #2 - Together you would create this picture or the person would tell you and confirm with you.
· #3 - The person needs to have considerable more skills
· #4 - Meeting would likely be longer
· #5 - Review times would likely be less
· #6 - You would check progress more frequently
ASK:
What are the biggest obstacles to delegation?

ANSWERS:  Time and Trust

Time because, the first time, delegation takes more time than just doing it yourself. And so many people just do it themselves. Trust because, the leader has trouble trusting that direct reports will do it as well as he/she would.
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	TRANSITION: 
Let’s see how the Drivers Model can guide us through the coaching process.

	PPT: The Drivers Model [image: ]
[image: j0301252]
	SHOW POWERPOINT: The Drivers Model (build)
SAY:
In the strategy module we will be introducing the Drivers Model, a structured process for taking your team through developing vision, mission, goals, objectives, and strategies. The Drivers Model is also very effective in the coaching context. Let me show you what I mean. 
The Drivers Model starts with answering the question, “Where are we today?” In the coaching context this means what are you doing well, what are your strengths? What is not going so well? What do you see as your weaknesses? 
The second question is, “Where do you want to be in your career three years from now, five years from now?” 
Next, we want to understand what are the barriers standing in the way. What are the things that are today preventing you from getting there? 
And then, a term that you will get more familiar with later, we identify what are the critical success factors? What are the key conditions that if we create them will be like the fuel that gets you to where you want to go? 
And then finally the drivers. What are the things that you can begin doing to overcome the barriers, create the critical conditions for success, and drive you to your vision? 

	[image: ]
	TRANSITION: 
Let's talk about what that looks like in a conversation. 

	PPT: Having  Coaching Conversation [image: ]
	SHOW POWERPOINT: Having a Coaching Conversation (build) 

SAY:
Let's say we have someone who seems not to be very good at completing tasks on time. Let's have a conversation. What is the role of the coach? To ask or to tell? And what do we do when we think the person is omitting something?

That’s right we ask questions.  In an upcoming section, we will talk more about the questions we ask.  

DO:

Give an example of this coaching conversation, stepping through the 7 steps.

REVIEW the content on the slide.

	[image: ]
	TRANSITION: 
Time for a review of the 3 management styles. 

	PPT:  Review [image: ]
[image: MC900174351[1]]

	SHOW POWERPOINT:  Review

SAY:
Let’s review what we have covered so far today.

DO:
Read the questions on the slide, and rotating from team to team, ask team members for a raised hand if they know the answer.  Call on the first person on the team who raises a hand.  If the person gets the answer correct, award a dot.  If the answer is incorrect ask the next team to help out. Continue for all review slides.


	PPT: Agenda
[image: ]
[image: MC900156153[1]]
	SHOW POWERPOINT: Agenda
CHECKPOINT:
We’ve just learned the three styles of management and when it is appropriate to use each style.  Next we are going to do an exercise to reinforce this information.  This will give you an opportunity to thoroughly understand the styles so you can use this information when you are leading others.


	PPT: Determining Appropriate Management Styles
[image: ]
[image: ][image: ]
	SHOW POWERPOINT: Determining Appropriate Management Styles

DO:
Instruct the group to complete the exercise.
PURPOSE – To apply the 3 management styles to your team members
EXAMPLE – Provide an example such as, “Sam has limited experience and I am grooming him for a promotion, therefore I should use a coaching management style with him.”
DIRECTIONS – Give people  5 minutes to work individually to identify the best style for each of their team members.  Once the time has been reached, ask people to review the results with a partner.
EXCEPTIONS – Let them know that if they don’t currently lead a team, imagine that they are leading their co-workers.
QUESTIONS – Ask them, “What questions do you have?”

DEBRIEF by asking a few people to share an example or two from their workbooks.


	PPT: Agenda
[image: ]
[image: MC900156153[1]]
	SHOW POWERPOINT: Agenda
CHECKPOINT:

We have talked about management styles.  Now let’s talk about one of the even softer issues, trust. Why is trust so difficult? Let me give you an example of what I mean. 
“Joe, thank you for meeting with me.  I would like to take a few minutes having us build trust. Why don’t you start?”
Funny, isn't it? Why? Because trust isn't something that you build. It's not like building a house. Trust is a result. A result of doing a number of things. Let’s get into what those things are now.

	PPT: 5 Cs of Trust Starting Question[image: ]
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	SHOW POWERPOINT: 5Cs of Trust Starting Question (build)

Note to Facilitator: Prepare a flip chart labeled 5 Cs of Trust which includes the 5 Cs listed.

ASK:

I would like for you to think about someone you trust. It may be somebody in your personal life, somebody professionally. Think about that person and what he/she does. Think about what it is that lets you know you can trust that person? What is it about that person that tells you that you can trust him/her? Take a few seconds and write that down now.

DO:

First, give them time to individually think about their answer and write it in their workbook. You will review what they said after the next slide.


	[image: ]
	TRANSITION: 
In a couple of minutes, we will come back to what you wrote. But for now, let’s explore the five components of trust. 

	PPT: 5 Cs of Trust [image: ]
[image: j0301252][image: MC900174351[1]]


[image: MP900321177[1]]
	SHOW POWERPOINT: 5Cs of Trust (build)
SAY:
We have broken trust into 5 Cs. Let’s go through them now. (Read slide)
DO:
Review the 5 C’s on the slides, going through each one, taking special care to distinguish commitment (to the activity) from caring (about you) from character (attributes of the person).
Go around the room and have each participant tell you what he/she wrote. Ask the group to yell out to which of the 5 Cs it corresponds. Make a check mark next to that “C.” At the end, note to the group that all responses fall under one of the 5 Cs.

	PPT: PPT: 5Cs of Trust- Key Observation[image: ]
[image: MP900321177[1]]

	SHOW POWERPOINT: 5Cs of Trust – Key Observation (build)
POINT OUT:
I want to make an additional point about the 5 Cs. Our experience is that the lower the C is in the Trust Triangle, the more difficult the C is to overcome.  Let’s go through each one to make the point clear.
ASK
How do you recognize that Competence is an issue? (mistakes)
How do you solve a Competence issue? (training)
How do you recognize that Communication is an issue? (lack of understanding)
How do you solve a Communication issue? (learn communication styles, playback strategies)
How do you recognize that Commitment is an issue? (don’t follow through)
How do you solve a Commitment issue? (insist on follow through, monitor closely)
How do you recognize that Caring is an issue? (don’t ask questions, not interested in you, your views or your needs)
How do you solve a Caring issue? (focus on asking, anticipating, confirming on a regular basis)
How do you recognize that Character is an issue? (dishonesty, values violated)
How do you solve a Character issue? (???)
It can be extremely difficult to change someone’s character or change the mind of a boss who feels an employee is dishonest. Once more, “freeing up the future” of such an employee might be the only alternative.


	PPT: PPT: 5Cs of Trust [image: ]
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	SHOW POWERPOINT: 5Cs of Trust (build)
ASK:
Who are the people with whom you are involved that you don’t trust or don’t trust you?  Which C is it?  What steps can you and the other person  take to address the C?  As a start, consider the following seven steps in what we call the trust conversation. 

DO:

REVIEW the steps involved in a trust conversation by demonstrating the conversation below.  Use an example from your past to embellish the details.
	1. Introduce the 5 Cs
	“One of the things that I believe is that there are Five Cs to Trust.  The first C stands for…”

	2. Express Desire 
for Trust
	“I think the organization would benefit and you and I would as well, if we had a more trusting relationship. Do you agree?”

	3. Acknowledge Current Situation
	“Of course, we are not there today. Which C do you think it is?”

	4. Describe Approach to Build Trust
	“In order to increase our level of trust, here is an idea I would suggest…”

	5. Ask for 
Feedback
	“What do you like about this suggestion…what concerns you about it…how might we improve on it?”

	6. Confirm Agreement
	“So, we are agreed that we will…”

	7. Ensure 
Monitoring
	“I would like to make sure we have a way of monitoring how we are doing…might we…?”




	
	

	PPT: Agenda [image: ]
[image: MC900156153[1]]
	SHOW POWERPOINT: Agenda
CHECKPOINT:
Trust is essential in relationships.  As leaders, we must work to build and maintain this with our colleagues.  The level of trust we have for our direct reports can impact how we decide to lead them and how much independence we allow them.  Let’s take a look at a decision matrix and explore the five approaches you can take when making decisions.

	PPT: Decision Matrix[image: ]
[image: j0301252]
	SHOW POWERPOINT: Decision Matrix (build)
DO:
REVEAL each element of the matrix as you discuss it using the suggested scripting below.
SAY:
Your people want you to delegate more and micromanage less. You want to make sure that they understand the big picture before making decisions.  We recommend a progressive approach that helps you increase buy-in by allowing your employees to make decisions while helping you to increase your level of trust in their decision-making ability.
Let me explain the two axes. The X-axis is the amount of time you spend with them in making a decision. The Y-axis is the level of their buy-in to the decision.
In Stage 1, I DECIDE, you are making all the decisions. You are neither seeking input nor getting input from others. While it takes little time WITH THEM to make the decisions, the result is very low buy-in by others. 
In Stage 2, YOU SUGGEST/I DECIDE, you are open to suggestions, but you still make all decisions. Taking suggestions tends to increase buy-in from others, but as you can see, it also requires more time with them. 
Stage 3, YOU SUGGEST/WE DISCUSS/I DECIDE, requires even more time as you are discussing the suggestions of others. But as before, you decide. In this stage you have the opportunity to discuss your team's recommendations, to hear their rationale, and to help them understand why you might agree or disagree. Remember that in order to delegate, you must trust. And trust has five different dimensions: Competence, Communication, Commitment, Caring, and Character. In listening to their rationale, and having them listen to your rationale, you're able to increase your level of comfort with their competence and communication style. Stage 3 can also promote increased caring by giving them an opportunity to understand your concerns. 
Stage 4, YOU SUGGEST/WE DISCUSS/YOU DECIDE,  involves a significant shift in the decision-making. In Stage 4, you are open to suggestions and you discuss their suggestions. However, the final decision is up to the team member. While this entails the same amount of time as Stage 3, notice that Stage 4 significantly increases buy-in. You can progress to Stage 4 only after increasing your level of comfort, especially with their competence and commitment. 


	PPT: Decision Matrix[image: ]
[image: MC900174351[1]]

[image: MP900321177[1]]
	SHOW POWERPOINT: Decision Matrix (build)
ASK:
So, where does this box go? Lower left, lower right, upper right, or upper left?

DO:
Give teams 1 minute to discuss and decide: Where does the box go?  

DO: 
Ask each team to share their answer and reasoning.  Then, give them our answer. 

ANSWER = #4 – upper left -You Suggest, You Decide

POINT OUT:
Stage 5 entails another major shift in the decision-making. In this final stage, you have full trust in the other’s decision making. You believe he/she has the caring, competence, commitment, character, and communication skills that allow you to be fully comfortable with delegating decision-making authority.  Notice that Stage 5 has some increase in buy-in, but significantly decreases your time with them!  By moving more and more people to Stage 5, you become more productive and they are able to operate with full autonomy.
Consider meeting with your team members individually. Ask them to identify the stage at which they believe decisions are currently being made and to identify the stage where they want decision-making to be made. The schematic can help those who feel they're being micromanaged to see some light at the end of the tunnel. Develop a plan together for moving up the decision-making diagram, keeping in mind the Five Cs of trust.


	[image: ]
	TRANSITION: 
Notice in the following diagram that as you progress from stage 1 through stage 5, both the level of empowerment and the level of buy-in increases. As you move through the middle stages, you will need to invest more of your time, but it will pay off in the end. 
Did you notice that the Decision Matrix correlates with the 3 levels of leadership?  I’ll show you how. 

	PPT: Decision Matrix with Levels[image: ]
[image: j0301252][image: MP900321177[1]]
	SHOW POWERPOINT: Decision Matrix with Levels

DO:

REVIEW the content on the slide.

POINT OUT:
The first two stages are the overseer – level-1 leadership, you are making all the decisions. The third and fourth stages are the coach – level-2 leadership, where you are working with the person to understand decision making and it's slowly shifts from you making the decision to the other person making the decision. The final stage is the visionary, level-3 leadership, where they suggest and they decide. They are making all the decisions, which allows you to focus much more of your time on level-3 visionary activities. 
How is this able to happen? By having them move through the stages you are increasing your trust in them: you increase confidence in their competence, communication, commitment, caring and character. This allows you then to operate at level 3. And, as we mentioned before, the more people in an organization operating at level 3 the better for the organization.


	[image: ]
	TRANSITION: 
We’ve discussed the decision matrix, let’s talk about how to have a conversation about it. 

	PPT: Holding the Decision Matrix Discussion
[image: ]
[image: j0301252]
	SHOW POWERPOINT: Holding the Decision Matrix Discussion (build)
DO:
REVIEW the content on the slide.
SAY:
Consider meeting with your team members individually. Ask them to identify the stage at which they believe decisions are currently being made and to identify the stage where they want decision-making to be made. The schematic can help those who feel they're being micromanaged to see some light at the end of the tunnel. Develop a plan together for moving up the decision-making diagram, keeping in mind the Five Cs of Trust.

	PPT: Agenda 

[image: ]
[image: MC900156153[1]]
	SHOW POWERPOINT: Agenda
CHECKPOINT:
As a leader, you have many options on how to make decisions.  Each situation will be different, and the Decision Matrix model will help you to determine which approach is the best option.  When you are coaching your direct report, you will be using the skill of asking powerful questions to guide and explore the subject at hand.  I’m going to share with you a powerful questioning tool that you can use when you want to prepare someone to respond.
We’ve talked about the decision matrix, let’s move into the power of questioning.  Faciltiative leaders have to be skilled in asking great questions to understand and empower others.

	PPT: The Power of a Starting Question 
[image: ]
	SHOW POWERPOINT: The Power of a Starting Question 
SAY:

The starting question. Let’s take a look at what we mean.


	PPT: Standing Poll [image: ]
[image: MC900174351[1]]
	SHOW POWERPOINT: Standing Poll (build)

DO:
Ask them to listen to the following statement and stand up if they think the answer is TRUE.
READ the question on the slide. Then REVEAL the answer.
DEBRIEF:
The answer is False. Let them know you will show them why in this section.

	PPT: The Power of a Starting Question [image: ]
[image: j0301252][image: MC900174351[1]]
	SHOW POWERPOINT PPT: The Power of a Starting Question (build)
SAY:
Let’s create a scenario where you are facilitating a team to identify ways to improve customer service.

Let’s say we have a dozen customer service reps in the room. We have been asked to facilitate a session to help them with improving their customer service process. So, we want to start by finding out from the reps what good customer service looks like.

Let’s take a look at 2 ways to ask the question on the next slide. As we review these questions, I would like you to think about each question, think about customer service reps sitting in our session, think about which of the questions would be more likely be the most effective in terms of eliciting the most responses from the participants. Ready? Here we go.

SAY:
(Name), would you please read Question Type A. [let them read the Type A] Thank you. 

Next, (name), would you please do the same for Question Type B? Thank you.

I am going to start with the (red) team and ask each team to respond. Now, think about both of these starting questions, think about what each one of the questions did for you, which one helped you to be more likely to respond to the question. (red) team, which one did you prefer?  

DO: 
Facilitate the discussion; consider using a flip chart to list the +’s of both Type A and Type B question as an engagement.

SAY:
OK, now, by a show of hands, how many prefer Type A? Type B? So, it appears that (90+%) of you preferred the Type B and we would agree that the Type B question is a better starting question. Let’s take a look at what we refer to as the secret of the great starting question. 


	PPT:  Example:  Make This a Type B Question
[image: ]
[image: j0301252]
	SHOW POWERPOINT: Example:  Make This a Type B Question (build)
SAY:

Let’s build our first Type B question together. Before we do that, let’s look at this key tip for developing a great Type B question


	PPT: The Power of a Starting Question 
[image: ]
[image: MP900321177[1]]
	SHOW POWERPOINT PPT: (The Power of a Starting Question) (build)
POINT OUT:

While we ask the Type B question in the order described [refer to flip chart] we can better build the Type B question in a different order as follows:
· Step 3 first – determine the Type A question; the question we want the participants to answer.
· Then Step 2: extend the image. The KEY is to find the key word or phrase in the Type A question and identify synonyms for that work/phrase. 
· Then Step 1 – begin with the image building phrase

Let’s use this to build our Type B question on the things we do to prepare to go to work.


	PPT: The Power of a Starting Question 
[image: ]
[image: MC900174351[1]]
	SHOW POWERPOINT PPT: The Power of a Starting Question

SAY:

(Purple) team, what is the Type A question. [facilitate the right Type A question}

Good, so (red) team, let’s move to the next key. (Red) team, what is the key word or phrase? [the things we bring to work]

OK, (green team), some synonyms for that key word or phrase. [items, articles, things]

Great, now (green) team, the image building phrase to start the Type B question. [think about it, you are sound asleep and the clock just went off]

Now, let’s put it all together in the correct order.



	PPT: Make this a Type B Question 
[image: ]

[image: j0301252]
	SHOW POWERPOINT PPT: Make this a Type B Question 

SAY:

Let’s give ourselves a hand and look at another Type B question that works as well.


	PPT: Practice with Type B
[image: ]
[image: MC900174351[1]]
	SHOW POWERPOINT: Practice with Type B 

DO:
Assign each team a question and INSTRUCT them to develop a starting question. ALLOW 5 minutes. Be sure they use their team-color marker. 




PURPOSE – To practice writing a starting question.
EXAMPLE – Not needed – already done
DIRECTIONS – Take 5 minutes to write the starting question on chart paper.
EXCEPTIONS – None
QUESTIONS – What questions do you have?

Have groups rotate to the other charts and score the starting question with a 3 if they got all of the elements of the starting question and a 1 if they got any. 

After groups have rotated to all of the charts REVIEW each question and ask why teams gave it a 1 or 3 as appropriate. PROVIDE suggestions as appropriate.

ASSIGN dots by giving each member of the team the majority score for their question.


	PPT: Agenda 
[image: ]
[image: MC900156153[1]]
	SHOW POWERPOINT: Agenda
CHECKPOINT:
Asking starting question is how you open up a discussion and get your direct report to begin exploring options or evaluating a situation.  Next, based on what answers you receive, you need to ask reacting questions to take the conversation to a deeper level.

	PPT: Using Reacting Questions [image: ]
[image: j0301252][image: MC900174351[1]]
	SHOW POWERPOINT: Using Reacting Questions
SAY:
Alright, now that we have asked that Type B question to open the dialogue, what is next? 

ASK:
Think about your experiences coaching others, think about the role questions have played in those meetings, think about why we as leaders would want to guide with questions; what might some of those reasons be? [FACILITATE the discussion]

SAY:

Alright then let’s look at some of the specific types of Reacting Questions leaders might use to achieve these needs.


	PPT: Direct Probe [image: ]
[image: j0301252]
	SHOW POWERPOINT PPT: Direct Probe (build)
SAY:

(Name), please read from the slide or your participant manual. Read the question type, the purpose, its explanation and the sample provided.

Thank you. The Direct Probe is typically to dig deeper or challenge something we think may not be correct. And, it is typically used for the more assertive participants. Other options might be questions like, “What makes you say that?” or “Can you give us an example of how that might work?” 

Any questions? OK, next.

	PPT: Playback [image: ]
[image: j0301252]
	SHOW POWERPOINT PPT: Playback (build)
SAY:
(name), would you continue with our next Reacting Question type.
Thanks, (name). The Playback might be used when we see looks of confusion or we, as the leader, would like to ensure a point is clearly understood or reinforced.
ASK:
Any questions or comments?
ASK:
Now for some review (blue) team the Direct Question is [choral response from that team = why is that important?]
[Note: each time the review is started, start at a new team so the teams are not only repeating the same response every time]

	PPT: Leading [image: ]
[image: j0301252]
	SHOW POWERPOINT PPT: Leading (build)
SAY:
(Name), would you continue with our next Reacting Question type.
Thanks, (name). The leading question is one of several ways we at Leadership Strategies try to offer our guidance or suggestions when we are aware of something that we believe is being overlooked. 
ASK:
Any questions?
DO:
LEAD a review.
ASK:
Now for some review. (Purple) team the Direct Question is [choral response from that team = why is that important?]
And, the (blue) team, the Playback Question is [choral response = it sounds like what you are saying is……is that right?]
[Note: each time the review is started, start at a new team so the teams are not repeating the same response every time]

	PPT: Float an Idea [image: ]
[image: j0301252]
	SHOW POWERPOINT PPT: Float an Idea (build)
SAY:
(name), would you continue with our final Reacting Question type.

Thanks, (name). The Float an Idea Question is typically used after we have tried a Leading Question and the group has still not addressed a specific idea or input that we believe had been overlooked. This is the only question type that is a “two-fer” or “three-fer” technique. In other words… [next slide]
When we Float Ideas we, as the facilitator, have offered an idea or a suggestion.
In general, the facilitator leader desires participants to come up with their own ideas. If the group is missing something, we may Float an Idea. The group may then either accept or reject the idea. If they reject it, that is their decision. Typically, when we Float an Idea, the group begins a discussion about that idea. This is an indication that they may be accepting that idea. 
To transfer the ownership from us, as the facilitator, to them, the participants, we ask a participant, “What is the benefit or business impact of [the idea or suggestion the facilitator has provided]?” If they can articulate the benefit, we believe ownership has transferred from us, the facilitator, to them, the participants. And then we ask the final question, “How do you want me to write it?”
ASK:
Any questions?
DO:
LEAD a review.
SAY:
Now for our last round of review (blue) team the Direct Question is [choral response from that team = why is that important?]
And, the (green) team, the Playback Question is [choral response = it sounds like what you are saying is……is that right?]
And, the (blue) team, the Leading Question is [choral response = are the solutions in the area of….?]
Lastly, (red) team, the Float an Idea sounds like [choral response = what about…..?]
(green) team once we have Floated an Idea, the next step is to [choral response = we use a direct probe]
And then (blue) team, we transfer ownership of that idea by [choral response = what are the benefits]
Great review, let’s give it a hand [lead the clapping]
[[Note: each time the review is started, start at a new team so the teams are not only repeating the same response every time]

	PPT: Using Reacting Questions [image: ]
[image: j0301252]
	SHOW POWERPOINT: Using Reacting Questions (build)
DO:

REVIEW the content on the slide.



	PPT: Agenda 
[image: ]
[image: MC900156153[1]]
	SHOW POWERPOINT: Agenda
CHECKPOINT:
Now you have a variety of new questions types to add to your took kit.  You can use these questions when coaching individuals as well as when faciliating meetings with many people.  Let’s talk now about another important element of coaching individuals…. Giving meaningful praise.  Most people value praise from their manager.  I’ll show you a way to deliver this praise in a way that makes a positive, lasting impact on the receiver.
We’ve talked about questioning, now let’s finish off this module focusing in on two specific skills: praising and giving constructive feedback.
  

	PPT: Keys to Meaningful Praise [image: ]
[image: j0301252]









[image: MP900321177[1]][image: ]
	SHOW POWERPOINT: Keys to Meaningful Praise (build)
ASK:
Do you give a GIFT when you praise?  I don't mean a book, a gift certificate, or something tangible.  I mean, do you praise in such a way that your people really feel appreciated?  This was a lesson I learned the hard way.
INSERT a personal example, such as:
About a decade ago, one of our facilitators received a letter of praise from a client. Let's say the name of the client was Q-Health Systems.  The next time I ran into the facilitator, I said, "I saw the Q-Health letter.  Great job.”  
In a different conversation with the same person a few weeks later, the facilitator mentioned to me, "You really should praise people more."  I was surprised at the comment, and, just by way of an example reminded the person of the praise that I had given related to the Q-Health letter.  The facilitator said, "That was praise?"  I was shocked at the question.
But the facilitator was right.  It didn't feel like praise, at least not to that facilitator.  Message sent…message not received.
POINT OUT:
We recommend that leaders always give a GIFT when they praise. 
0. [bookmark: _Toc496119200]General to specific. Start with a general comment and then identify one or two specific behaviors to praise.
1. [bookmark: _Toc496119201]Impact. Indicate the impact of the behavior or the benefit.
2. [bookmark: _Toc496119202]Feeling.  Let the person know how the behavior made you feel.
3. [bookmark: _Toc496119203]Thank you.   Thank the person.


	PPT: GIFTS: Let’s Compare 
[image: ]
[image: j0301252]
	SHOW POWERPOINT: Gifts: Let’s Compare (build)

DO:

REVIEW the content on the slide.

READ this as if you are generally gifting someone.

ASK:

How is the GIFT form of praise different from how praise is typically given?

	PPT: Agenda
[image: ]
[image: MC900156153[1]]
	SHOW POWERPOINT: Agenda
CHECKPOINT:
GIFTS is a powerful and meaningful way to acknowledge others for their effort and results.  Sometimes we also need to provide constructive feedback so people can grow and we can ensure the work is done to standard.  Next, I’m going to share with you a process to use when someone you are coaching has a developmental opportunity.

	PPT: Providing Constructive Feedback [image: ]
[image: MP900321177[1]]
[image: MC900174351[1]]
	SHOW POWERPOINT: Providing Constructive Feedback (build)
SAY:
But there are also times when you have to give constructive feedback. When this is NOT done well, the person can feel attacked or put down. 



POINT OUT:
Remember always, a facilitative leader knows that she must connect first, correct second.
DO:
REVIEW questions on the slide and FACILITATE a discussion.

	PPT:  Share the PERCS [image: ]
[image: j0301252][image: ]
	SHOW POWERPOINT: Share the PERCS (build)
SAY:
Much like dealing with dysfunctional behavior in a facilitated meeting, the recommended method for giving negative feedback includes the following elements:
· APPROACH PRIVATELY
Meet with the person one-on-one or with perhaps one additional person.
· EMPATHIZE WITH THE SYMPTOM
Connect first with the person by praising the effort put forth, the level of participation, the quality of input, or anything else that is both sincere and worthwhile.
· ADDRESS THE ROOT CAUSE
Identify the critical issue and causes for it.  AVOID saying, “But…”
· GET AGREEMENT ON A SOLUTION
Seek a mutually agreeable approach to addressing the symptom and root cause.
DO:
REVIEW the content on the slide and tell the participants to write the answers in their workbooks.  Provide an example.
ANSWERS to fill-in-the-blanks:
· Privately
· Empathize
· Root Cause
· Solution


	PPT: Agenda 
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	SHOW POWERPOINT: Agenda
CHECKPOINT:
We just discussed techniques for providing both positive and constructive feedback.  It’s important that you get a chance to apply this information. So, let’s work on another Spring Forward exercise. 

	PPT: Review [image: ]
	SHOW POWERPOINT:  Review Slides

DO:
Post each review slide up and ask for someone to raise their hand to answer the question.  If they get it correct, award them a dot.

REPEAT for all review slides.


	PPT:  Spring Forward: A Trust Discussion 
[image: ]
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	SHOW POWERPOINT: Spring Forward: A Trust Discussion
DO:
Instruct the group to complete the exercise.

PURPOSE – To plan for a trust discussion with a direct report
EXAMPLE – Give a personal example
DIRECTIONS – Take 5 minutes to individually plan your conversation.  Then, share with a partner.
EXCEPTIONS – If you don’t have a direct report, think of someone you work with
QUESTIONS – What questions do you have?


	PPT: Agenda 
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[image: MC900156153[1]]
	SHOW POWERPOINT: Agenda
CHECKPOINT:
Was it helpful to get to apply the elements of a trust discussion to a real situation you are dealing with?  That was our last exercise for this module. We have covered a lot – and hopefully given you some new ideas on how to better coach your direct reports. Let’s connect what we have covered to the TAFA Model…

	PPT: TAFA
[image: ]
[image: j0301252]
	SHOW POWERPOINT: TAFA (build)
SAY:
Let’s take a moment to look at some of the concepts we’ve learned in this module and examine how they reflect the TAFA principles. 
DO:
REVIEW slide and lead discussion by asking if there are other principles that are reflected by the concepts.

	PPT: Checkpoint[image: ]
[image: MC900156153[1]]
	SHOW POWERPOINT: Checkpoint (build)
CHECKPOINT:

We have just completed the Facilitating and Coaching module.  Next, we will be looking at specific strategies for coaching teams.  These techniques will help you facilitate your teams through challenging and important discussions.

	PPT: Connect LSI[image: ]
[image: j0301252]
	SHOW POWERPOINTS: Connect with LSI
Note to Instructor: this slide may be excluded if you are going directly into the next module. In that case, hide the slide. 
SAY:
We fundamentally believe facilitation is a skill that applies in a multitude of situations. We also are confident that, in our quest to “share the power of facilitation with the world,” connecting via social media is a way for all of us to collectively share our successes, our challenges and our facilitation work. To “facilitate” that process, we want to ensure you are aware of how we can all stay connected using social media.
How many of you have found many of the skills in the class helpful? [raise your hand] I know that one of the things I did after attending was share what I learned with many of my colleagues. Have some of you already thought about that? [nod your head]
Then, one request we would like to make of you is to update your “education or classes attended” on your LinkedIn profile. That visibility will help all of us to “share the power” I have been referring to. Any questions? 
FACILITATE the discussion.

	PPT: Congratulations  

[image: ]
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[image: j0301252]
	SHOW POWERPOINT: Congratulations! (builds)
Note to Instructor: 
There are three congratulation slides. Select the correct slide depending on whether you are:
· Moving on to the next module immediately (slide 1)
· Coming back another day to do the next module and therefore need to do an evaluation (slide 2)
· Have completed the workshop and therefore need to close out the class with the post-test, evaluations, dot winner (MVP), and the From Classroom to Application sheet (slide 3)
Hide the other two congratulations slides.
DO: 
REVIEW and execute the content on slide. 
EXECUTE THE POST TEST:
If appropriate, handout the post-test. Give people five minutes to complete. Ask teams to give their cheer once completed.
Once completed, have team members pass their post-test clockwise to a new person. Go through each question and have the group give responses. Instruct them to place a checkmark for each correct response.
Once completed have people add up the number of check marks and place the total at the top.
Since each post-test has eight questions, place the number 8 through 0 in the first column of a two-column chart.
Before people hand the post-tests back to the owner, do a round robin and have people indicate the number the person got corrected. Place a tick mark next to that number each time that number is reported.
THANK participants and dismiss class.


	[bookmark: _Toc442698454][bookmark: _Toc442699710]END
	END OF THE FACILITATIVE LEADER MODULE 3
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C. Workshop Introduction

Course Objectives: The Facilitative Leader

As a result of this session, participants will be able to
use the TAFA “Take a Facilitative Approach” principles
to:

« Be more facilitative in leading, decision making,
and problem solving

* Increase buy-in and engagement
 Build consensus and defuse dysfunction
* Achieve better results
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TAFA - What does it mean to
“Take a Facilitative Approach?”
The Seven TAFA Principles

1. Start with the why, not with the what.

2. Understand and empower, don’t command and control.
3. Createthe vision, not the solution.

4. Connectfirst; correct second.

6. Equip for success; monitor for results.
6. Engage conflict; resolve dysfunction.
7. Drive participation, not just input.
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Ground Rules

« Always open for questions
* The open issues list

* Respect the speaker

* Avoid “bar discussion”

« Start on time, end on time
* Repetition to train the mind
* No beeps or buzzes

* Team Cheers

+ “Choo Choo”
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3. Delegating ask that it be
addressed Plenty of Trust
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A. 3 Management Styles

« Effective Directing
« Effective Delegating
« Effective Coaching
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A. 3 Management Styles

Effective Directing

il

No O R0N

Identify the work to be done and why it is important.
Develop a clear picture of the work and the results.
Select a person who has the time, skills, and resources.
Meet with the person.

Set interim review times.

Follow up to check progress.

Upon completion, give feedback.
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A. 3 Management Styles

Effective Directing

1. Identify the workto be done and why it is important.
Developa clear picture of the work and the results.
Select a person who has the time, skills, and resources.
Meetwith the person.
Setinterim review times.
Follow up to check progress.
Upon completion, give feedback.

NeoseN

Effective Delegating

Which of these steps would be the same and which would you
do differently if you were delegating instead of directing?

Whatare the two biggest obstacles to delegation?
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A. 3 Management Styles

Effective Coaching Using
the Drivers Model

Barriers

ol

Monitor
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A. 3 Management Styles

Having a Coaching Conversation

il

%,
3.

Where are you today? (Your strengths, areas for
improvement)

Where would you like to be? What's your vision of success?
What do you see as the barriers to getting there? Why
aren’t you there already?

What are your critical success factors? What are the
conditions, that if they are created, well propel you to your
vision?

What are key strategies for getting there? What help do you
need from the organization?

What do you start on first?

How will we monitor progress?
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What are the key differences between the 3
Management Styles?

Directing:

+ Describe what is to be done, how, when, and where

Coaching:

+ Describe what is to be done, and encourage
discussion on how

Delegating:
+ Describe the problem, ask that it be addressed
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B. 5 Cs of Trust

1. It might be someone in your
personal or professional life.

2. What is it about that person
that lets you know you can
trust him or her?
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B. 5 Cs of Trust

“I trust you” means...
1. Competence

— You have the necessary skills and expertise.
2. Communication

— We truly hear and understand each other.
3. Commitment

— You are committed to our success. r
4. Caring ~

/ Commitment

— You have my interest at heart.

5. Character
— You are honest and ethical.

Character
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B. 5 Cs of Trust

Key Observation

The lower you go in the triangle, the harder it is to
address the issue!
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B. 5 Cs of Trust: Holding a Trust Conversation

Introduce the 5 Cs

Express desire for trust
Acknowledge current situation
Describe approach to build trust
Ask for feedback

Confirm agreement

Ensure monitoring

NOo O ONPE
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C. Decision Matrix

Their Buy-In

Your Time with Them
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C. Decision Matrix

Where does the box go?

3. Upper Right?

Their Buy-In

Your Time with Them
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C. Decision Matrix

Level 2 - Coach

Their Buy-In

Your Time with Them
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C. Decision Matrix

Holding the Decision Matrix Discussion

Introduce the Decision Matrix

Gain agreement on the current decision box

Gain agreement on the desired decision box

Identify why the desired isn’t the case today

Identify what needs to happen to achieve the desired
Outline a possible plan of action

Confirm agreement
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Ensure monitoring
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D. The Power of the Starting Question

TRUEOR FALSE

« If you want to ask a question that gets lots of
responsive, the most important aspect of the
question is that it is open-ended.

ANSWER:
False!





image46.png
D. The Power of the Starting Question

You want to get your team members to improve their customer
service. You start by getting them to talk about good customer
service they have experienced.

Which is the better question?

Question Type A Question Type B
The first topic | want us to Think about a time when you experienced great
talk about is customer service | customer service over the phone. Think about the
over the phone. Whatwould | things that made it a great experience. Consider
you say are good telephone the things that the person did or said that made
customer service you think, “That was great customer service!”
techniques? What would you say are good telephone customer

service techniques?
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D. Example: Make This a Type B Question

Make this a Type B Question

« Let’s build a list of the things you do to prepare to
leave to go to work. What are those things?
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D. The Power of the Starting Question

HINT

- Build your Type B question in
3-2-1 order.
- Use synonyms in step 2.

3. Determine the Type A question
2. Identify synonyms to extend the image
1. Decide the image-building phrase -

lezdersnlu?

P pRR——
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D. The Power of the Starting Question 1M:NA

Make this a Type B Question

« Let’s build a list of the things you do to prepare to
leave to go to work. What are those things?

3. Determine Type A question
2. Identify synonyms to extend the image
1. Decide the image-building phrase
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D. The Power of the Starting Question 1M:NA

Make this a Type B Question
« Let’s build a list of the things you do to prepare to
leave to go to work. What are those things?

One Answer

Imagine the clock has just gone off. It's time to get
up to go to work. Think about all the things you have
to do to get out the door, all your activities, all the
tasks that you have to get done. What are the things
you do to prepare to leave to go to work?
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D. The Power of the Starting Question

Practice with Type B

+ What are the major things we do in our department?
« What is working well?

* What are areas we need to improve?

« What are things we could do to improve?

3. Determine Type A question
2. Identify synonyms to extend the image
1. Decide the image-building phrase

R U ——
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E. Using Reacting Questions

Reacting Questions

The most versatile tool -
the proactive side of
listening

[ e

Direct Probe
Playback
Leading
Floatan Idea
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E. Using Reacting Questions

DIRECT PROBE
y Purpose:
Challenge or probe

You don't think what was
said is correct, or you
need additional
explanation.
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E. Using Reacting Questions

PLAYBACK
Purpose:

Confirm understanding

Give the speaker
assurance that you
understood the point.

“It sounds like what you are saying i
Is that right
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E. Using Reacting Questions

[ —

LEADING
Purpose:

Lead to other thoughts

Guide to other solutions or
to an area that has not yet
been discussed.

50|31
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E. Using Reacting Questions

FLOAT AN IDEA
Purpose:

Give a possible solution
A potentially suitable

solution has been
overlooked.

“What about ... ?
What are the benefits?

How do you want me to write it?”
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E. Using Reacting Questions

Reacting Questions

The most versatile tool -

the proactive side of

listening

* Become well-versed in
each of the question
types

+ Make the questioning
techniques yours by
practicing them
frequently

[ e

Direct Probe
Playback
Leading
Floatan Idea
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E. Keys to Meaningful Praise

When you praise
someone, give a GIFT!
1. General to specific

2. Give the Impact of the
action

3. Tell how you Feel about it

4. Say “Thanks” and “keep
up the good work”
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E. Keys to Meaningful Praise
1. General tospecific

Let's Compa 2. Give the Impact
Typical Praise 3. Tell how you Feel

4. Say “Thanis™
“Jane, congratulations on a superb job on the J

presentation!”

Givinga GIFT

1. “Jane, you did a superb job on the presentation! Right
from the beginning you gave them your
recommendation, explained the problem it solved,
enumerated the benefits, and went straight to the close.

2. They were so impressed, how could they not say yes and
give our department the budget?

3. I have to say, it made me feel so proud to see a member
of my team give such a stellar presentation to the
management team.

4. I know it was a lot of work, but your preparation really
showed. Please keep it up, it was magnificent. Thanks
somuch.”
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G. Providing Constructive Feedback

+ Think of the last time you had to give someone
constructive (negative) feedback.

* What approach did you use?
* What did you say?
* How well did it work?
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G. Providing Constructive Feedback

Share the PERCS
+ APPROACH P.

Meet with the person one-on-one or perhaps with one
additional person

< E WITH THE SYMPTOM

Praise the effort, the level of participation, or anything else
sincere

+ ADDRESSTHER C
Identify the critical issue and the cause. AVOID saying “But ..."
+ GETAGREEMENTONAS.

Seek a mutually agreeable approach to addressing the
symptom and the root cause.

st
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What are the three steps in creating a great
starting question?

1. Determine Type A question
2. Identify synonyms to extend the image

3. Decide the image-building phrase
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TA FA = “Take a Facilitative Approach”
Tools and Concepts Is|ulc|c|E[E|D]

in This Module
Start with the why, not with the what.

[ 3 Manazemensiyies BN

5 Cs of Trust

Understand and empower, don't
command and control.

Create the vision, not the solution.

s lsonliiatid Connectfirst; correct second.

Equip for success; monitor for
results.

‘Engage conflict; resolve dysfunction.

Drive participation, not just input.

The Power of Questions

[T EYEen
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