

Facilitation Guide


Strategic Planning Facilitated Session

Preparing for the Session

1. Identify appropriate team members. 
a. Selecting the right team members is critical to the process.  Refer below to “Guide to Selecting Your Planning Team.”
b. The planning team should be small (no more than 10-12 people) but representative of the different interests and perspectives in the department/office.

2. Schedule appropriate meeting space for the session.  
a. Make sure the environment is removed from distractions, is comfortable for participants, and has wall space for posting flip chart pages.  
b. Request seating arrangements that encourage communication. 

c. Flip charts and stands (along with markers, tape, etc.) will also be necessary.  

3. Write and distribute a letter or e-mail to set the stage for strategic planning and to establish a time and location for the first session. 
a. Endorsement and support expressed from the department/office head is one of the best ways to begin the effort. 
b. Consider from whom the letter or e-mail should be sent.
You may want to include the following information in this initial communication:

· Names of planning team members 

· Date, time and location of facilitated session(s)
· Ask participants to complete pre-work before the meeting
· Ask them to bring copies of any existing plans from the department/office.  

4. The facilitator should review any existing plans or information pertinent to the effort.  
a. Make sure to review the cabinet strategic plan carefully and get clarification if needed.  
b. Bring copies of the plan to the session.  You may want to invite someone from the cabinet level strategic planning team to attend the meeting during the review of the strategic plan.

c. Bring copies of any existing plans from the department level.  

5. Review other states’ web sites for examples of strategic plans from the public sector. 

Guide to Selecting the Planning Team

Your planning team will help focus the purpose, direction, and performance of your department, in addition to, aligning the department/office with the cabinet's plan. 
Selecting the appropriate members is a very important task. The size of planning teams at the department level varies, but it is recommended that the team be composed of a core group of individuals who have commitment and time to devote to the planning effort. 
It is also important that the team establishes and follows a process for listening to leadership and staff at all levels in the department, as well as the department's customers, as the strategic plan is being developed. 

The suggestions below are offered as a guide to appropriate selection of planning team members.

Planning teams function effectively when:  

· They are relatively small in size. 

· Membership represents various levels of the department and not specific programs.

· The team includes some newer staff as well as staff with longer term experience in the department.  

· One or more of the members were also members of the cabinet planning team.

Important attributes and skills of planning team members include:

· Strategic thinking with ability to see the bigger picture.

· Ability to articulate thoughts and issues in planning meetings.

· Openness to input from within and outside the organization.

· Team member skills.

· Awareness of human resources, budget and technology impacts within state government systems.

· Laptop word processing skills or access to support staff who create and/or edit documents during team meetings. 

Getting Ready to Work and Learn

As you work with your team, be aware that you are leading an “action learning” event.  Action learning is different from traditional training and requires different things from you as the facilitator.

	Traditional Training


	Action Learning

	Instructor leads the learning
	Individuals or teams direct the learning

	Focus on learning
	Focus on doing

	Practice on generic, prepared examples
	Practice on real work

	Output:  knowledge and skills
	Output:  knowledge, skills, experience and a work product


To get the most from the ACTION LEARNING experience:
· [image: image1.wmf]Take responsibility for learning (ask questions, help establish the pace, give participants feedback and help them know what the expectations are)
· Expect to learn from your team or from other individuals.  They bring knowledge and experience that could be valuable to you.  Ask them questions.  Encourage team learning.
· Let the work you are doing guide the discussion.  Think about what you need to know to effectively complete each piece of the strategic plan.  Ask questions to 


      meet those needs as you work on the parts of the plan.
The Benefits of Team Planning

· Bringing different views to the planning process, which ensures a balanced cohesive plan.

· Expressing and evaluating different viewpoints before they become part of the written plan.

· Gaining agreement on important issues and building support for the written plan. 

· Stimulating constructive conflict and ensuring important issues are addressed.
Ground Rules for Effective Team Planning

Ground rules help focus and center team members as they work for a common purpose.  
These suggested ground rules should serve as a starting point for discussions within a team.  What’s important is that the team takes time to discuss how they plan to work effectively together before they begin their work.

· Rank does not exist during planning sessions

· Discussions are confidential unless otherwise stated

· All input is valued and every view deserves to be heard

· Listen politely, intently, and naively

· REMEMBER: Silence implies agreement

· Be prepared and have pre-work completed 
· Focus on issues, not individuals

· Consider all issues

· Concentrate on areas of high priority (because time is limited)

· Defer some issues to “the parking lot,” but don’t ignore any issues

· Input will be requested of everyone; however, not all input provided will necessarily appear in the final plan.

· Feel free to challenge the facilitator any time—speed up, slow down, raise questions, offer suggestions

· Multi-voting

· Any spelling is okay
· Have fun
Paving the Way for Successful Team Work

Some Tips from Experienced Team Members

1. Use agendas as tools for efficient teamwork.  Prepare and distribute an agenda before each meeting. 
2. Set start and end times for meetings.  And start on time!  Ending times help keep teams focused and productive.

3. Keep an eye on alignment throughout the process.  Don’t lose sight of the cabinet strategic plan.  Continuously ask, “How do we fit into the cabinet plan?  Where do we contribute to cabinet goals and vision?”

4. Keep good records.  Capture and distribute thorough notes after every meeting.  Many teams find them extremely valuable later as they’re developing goals and objectives.

5. Agree to keep each other on track.  Establish a pattern early—stick to the agenda and help each other stay focused.  Make each meeting as efficient as possible.
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