THE FACILIATATOR
The Facilitator is an individual who is responsible for structuring teams, groups, or task forces, and their activities so as to allow for their success in attaining organizational goals and objectives.

Leadership:

There is a trend in some organizations to change the leaders from an authoritarian to a facilitative (coaching) style.  This may require training for the companies’ leadership.

Facilitative Leaders:

· Encourage empowerment of workers to solve problems and make decisions
· Emphasize trust, innovation, and risk taking

· Define jobs broadly and utilize cross-training

· Work for consensus

· Are skilled at getting teams involved in improvement actions

· Use intrinsic motivation (praise, achievement, etc.)

· Work to initiate change through groups.

· Work across team boundaries to get team resources.

Characteristics of a Facilitator:

· Good organizers and communicators

· Special expertise in group dynamics

· Ensure a culture of two-way expressive involvement that emphasizes active listening as well as trusting communication among participants

· Encourage group process in planning, organizing, disciplining, and self-monitoring

· Patient

· Tolerance for ambiguity

· Sense of timing that aids in knowing when to push for more ideas, more information, and more participation, and equally important when not to push

· Ability to organize, handle details and bring events to closure

Structure Versus Content

To be effective, the facilitator must manage the meeting structure while remaining neutral about the content.

Structure fulfills the “how’ questions:

· How the meeting’s issues and subjects are dealt with?

· How the meeting proceeds in terms of agenda and team tools?

· How discussions take place; how decision tools are used?

· How the meeting’s physical environment will be arranged?

Content answers the “what” questions:

· What is the meeting’s subjects, issues, problems, analysis, recommendations, and supporting data?
· What issues will be dealt with in what sequence?

As the facilitator, your role is NEUTRAL.  
When you find yourself involved, remind yourself to be CURIOUS.

Rules for Asking Non-Threatening Questions:

Rule 1:
Initially ask each question of the entire team.

Rule 2:
Use pauses to allow the group to consider the question.

Rule 3:
If a member responds, acknowledge the remark and explore the response 
                      further.

Rule 4:
If no one responds in a reasonable amount of time, look for nonverbal    
                      signals from a team member who wants to be involved (i.e. eye  
                      contact, a forward lean, an uplifted eyebrow).  
                      Then go to that person by name.  “Carol, you look like you have something  
                       to offer.  Can you help us out?”

Rule 5:
Reword the question.  “Have I explained this clearly?”

Rule 6:
Avoid biased questions.  Rephrase answers that point a finger at a single 
                      factor or person.  “What may be causing the problem?”, instead of “Is the 
                      problem caused by inferior materials (line workers)?”

Rule 7:
Avoid too many yes/no questions, which limit discussion.  Using “what”  
                      and “how” instead of “why” to begin your sentence is more neutral and 
                      open-ended.  
                      (i.e. “What might be the causes of that poor communication?” or “How do  
                      you perceive the communication in your team?”) rather than “Why is 
                      communication poor?”

Rule 8:
Avoid questions that may put group members on the defensive 
                      (i.e. Don’t point fingers at individual performance.)

Rule 9:
Avoid asking questions to specific individuals by name.  It builds 
                      resentment and non-involvement.

Rule 10:
Don’t praise answers.  Other members may interpret their answers as less 
                      valuable.

