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Know your people.— Know your edge.




THE DISCOVERY PROCESS

SEMINAR FACILITATOR GUIDE

The success of this seminar lies in the hands of the seminar leader. Your job is to inform, control, and direct the participants. Allow for animated discussion, but do not dominate the interaction.

As you fill in the suggested answers, or answers from your own experience and expertise, keep in mind the goals and objectives which you have set for your seminar.
Good luck, good facilitating and above all, have fun!

YOUR PREPARATION CHECKLIST

(This is your master checklist; photocopy it for each session you facilitate)

The Profile XT assessment Individual Reports

The report from The Profile XT assessment program is an integral part of the Discovery Process Seminar. Participants should complete the assessment prior to the seminar.
· All Profile XT assessments received.

· Print and review the reports

· Room reserved for ____ participants

· Refreshments ordered for ____ participants

· Drinking water and glasses on the tables

· Extra pens and highlighters (2 different colors)

· Flip chart paper arranged

· Chart markers arranged

· Tent cards or name tags arranged

· Extra paper or small notebooks

AGENDA

This is a “suggested” agenda for a two-hour seminar, including ten-minute breaks at appropriate times. You may change this agenda as required for your facilitation. The time spent in each area is approximate and will require adjustment according to the size of your group.

Give breaks on a regular basis and keep in mind that you do not want to exceed the two-hour time limit. 
 1. Opening:

· Introduce yourself

· Meet the participants

2. Understanding Communication:

· The dilemma of too many deposits

3. Solve the Problem

· Discuss the solutions

· Discuss communication styles

4. Review the Profile XT reports

5. Behavioural Assets

6. Behavioural Challenges

7. Conclusion

8. Organizational Climate Survey (optional)

FACILITATION GUIDE

1. Opening

This is a suggested opening to your seminar. You can use this as a basic presentation or you can customize it to suit your needs.

In organizations today we are finding that one of two things is happening. Management is either telling their ideas to their people or they are selling their ideas to their people.

We are finding more and more that managers who tell their ideas are the organizations that find themselves in mediocrity.

When we tell our ideas to our people it is very hard for them to gain ownership of them because they are ours and not theirs.

But if we are selling our ideas to our associates on a day-to-day basis they become emotionally involved with the idea. They gain ownership of the idea and associates far exceed our expectations, thus performance and productivity is gained.

Purpose: In the Discovery Process today we will learn a little bit about ourselves and the people around us.

We will also discover how we can utilize our strengths and potential limitations to more effectively communicate.

To start this process let us put our heads together to solve a problem.

2. Understanding Communication

The purpose of this story “The dilemma of too many deposits” is not only to break the ice, but also to get your participants to think about their style of communication.

Here is the story:

You have lived in the same house with the same neighbours for twenty years. All this time you have worked on your back yard and it is in pristine condition. You have the greenest and best-manicured lawn in the neighbourhood.

One day your neighbour of twenty years moves away and a new neighbour arrives. Within a few days you realize that the new neighbor has a dog. Every day you are finding a deposit in your yard. At first you just get rid of it thinking it won’t happen tomorrow, but soon enough, you come to the conclusion that this is going to be a daily dilemma.

The question is – how are you going to solve this problem with your new neighbour and the dog?

3. Solve the Problem

Ask the participants to answer the question individually. Allow sufficient time (about two minutes) for each one to write their answer, re-read it and make changes if necessary.

Now open the issue for participants by asking for their responses and creating a discussion around their styles of communication.

(This part of the Ice Breaker is very important to you as a facilitator. You will need to keep your eyes and ears open to discover who in the group participates readily and who are the shy ones who need to be drawn out. You will use this information later as the discussions progress.)

Here are examples of some solutions we have heard while facilitating this seminar:

An aggressive individual:

“Shoot the dog” or “I would capture the dog and haul him off”.

The extroverted individual:

“Invite them over for supper and through casual conversation bring up the subject of the god deposits in the yard”.

The steady and amiable individual who just doesn’t want to rock the boat:

“Tolerate the dog, don’t rock the boat”. “Maybe I’ll just put my house up for sale and move too”.

The compliant individual:

“Write a letter and let the neighbour know the boundaries of the property, this is mine, here are the rules and regulations and I want you to follow the rules so I don’t have to take further action”.

You will hear many different solutions to the problem. Take some notes of the responses you receive as you conduct this seminar. They could be helpful later for referring back to.
THE EXPERIENCE

The experience of solving this problem is meant to be an eye-opener for the participants.

You want them to come to the realization that, in business we have to solve similar problems every day.

Bring them to the understanding that a mixture of messages affects our communications on a daily basis. Their communication style is of utmost importance to how a message is received, filtered by their people and then followed through with action.

They need to understand that we don’t all solve problems the same way but if we are trying to solve the same problem collectively as a group, how will we ever come to an agreement if we don’t understand and utilize the different strengths of individuals within the group.

Now open a discussion on problems, such as the “Dilemma of too many deposits”, which the group has encountered in the workplace.

**BREAK OPTIONAL**

4. Review the Behavioral Assessment Report

After the break, hand out the Profile XT Individual Reports to the participants.

You will ask them to read their reports.

A good idea is to have two colored highlighters handy for the participants so they can easily pick out their behavioural traits and then highlight with one color the assets and the second color the challenges.

As a facilitator you will need to make the decision ahead of time whether you wish to discuss the behavioral assets or the behavioral challenges first.

For the purpose of the facilitator guide, we will discuss the assets first.

5. Behavioral Assets

Question: What, as you read your reports, are 3-4 top assets that you contribute to the organization? Highlight them in (color). 

Now open the discussion on their top assets.

Begin the discussion by asking a participant to share one of the top assets from the report he/she brings to the organization.

(If you have been observant during the previous discussion you will know which participant readily gets involved and who may be the individual who needs to be drawn out. Ask the one who will readily participate first.)

Question: “Tell us about the top asset you have discovered which contributes to the organization”.

Now ask the group, “Why is this asset important for an executive of this company to (state the asset expressed by the first participant)

Example:


Participant: “My top asset is that I am able to quickly move from one 
project to another in the organization.”


Facilitator’s Question: “Why is it important in this organization to quickly 
move from one project to another”?


(Allow the participant to fully express their thoughts)

Now ask the group: “Do you see the importance of this asset in the organization? Do you see this asset exhibited by (the participant)”?

Do not worry if the other participants do not agree. Don’t forget that they reason for this seminar is to uncover obstacles and bring out solutions. 

Continue asking the above questions until you have had a response from everyone in the group.

When the whole group has participated in the discussion on assets repeat the process for the behavioural challenges.

6. Behavioral Challenges
Question: What do you see in your report that you identify is, or might become, a potential limitation? Do you see something in the report that you have already overcome?

Now open the discussion by asking the first participant to share one of the limitations seen in the report.

Question: Can you state a time when that limitation had an effect on something in the organization?

Now open the discussion to the group:

Question: Has anyone else in the group seen evidence of this limitation?

It is important to ask the group this questions because sometimes what an individual perceives to be a limitation may not be evident to others.

Action Plans

Have the participants write down their assets, how they will apply them, and have them write what it will mean to them personally and to the organization and their team.

Make sure that everyone takes the time to write down how he or she will immediately apply at least one of the assets and what they will do to take action on a limitation. This is important because you now have the opportunity to follow-up and show a result from the seminar.

Be sure to take note of the immediate actions. A good idea is to have each participant write the one thing that they will do on a 3 x 5 card that you can collect. It will be something to discuss with the management team in debriefing.

7. Conclusion

There is nothing more satisfying than immediate feedback on what the participants gained from the time spent with you.

Have an open discussion of what the participants gained from the time spent with you by asking the question:

What was the most important idea that you got from this workshop?

8. Organizational Climate Survey (optional)
Lead the group through filling out the survey by reading the first question with them. Be sure that they understand each statement and answer honestly. Let them know that they do not have to identify themselves so they can be open and frank in their responses.

Take the surveys back to your office and process the reports.

________________________________________________________________

Good luck and don’t forget to have fun doing it!

Organizational Climate Survey

Name of Company______________________________  Date ______________

Department_______________________________________________________

1.  COMMUNICATIONS

Members of the organization are kept informed and feel “in on things” plus they have the freedom to express their ideas in an atmosphere of trust.

Low = Members are kept in the dark and have little opportunity for expression.

High = Members are kept informed and have freedom of expression
	CURRENT
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	DESIRED
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


2.  WARMTH AND SUPPORT

The feeling that friendliness is a valued norm in the organization, and members trust one another and offer support to one another. The feeling good relationships prevail in the work environment.

Low = There is no warmth and support in the organization.

High = Warmth and support are characteristic of the organization.
	CURRENT
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	DESIRED
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


3.  ORGANIZATIONAL CLARITY

The feeling among members things are well organized and goals are clearly defined rather than being disorderly, confused, or chaotic.

Low = The organization is disorderly, confused and chaotic.

High = The organization is well organized with clearly defined goals.
	CURRENT
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	DESIRED
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


4. RESPONSIBILITY

Members of the organization are given personal responsibility to achieve their part of the organization’s goals; the degree to which members feel 
they can make decisions and solve problems without checking with superiors each step of the way.

Low = No responsibility is given to the organization.

High = There is a great emphasis on personal responsibility in the organization.
	CURRENT
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	DESIRED
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


5.  DECISIONS

The degree decisions are made at the most appropriate level of the organization directly affected by the decision; the degree those involved by the decisions are encouraged to participate in the decision making process.

Low = Decisions are made only at top levels and member participation is discouraged.

High = Decisions are made at appropriated levels and member participation is encouraged.
	CURRENT
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	DESIRED
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


6.  TEAM SPIRIT

The extent that departments and members of each department work together for the overall organizational goals. The harmony and co-operation expressed by organization members toward one another.

Low = Team spirit and co-operation and non-existent.

High = Team spirit and co-operation are excellent.
	CURRENT
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	DESIRED
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


7.  REWARDS

The degree to which members feel they are being recognized and rewarded for good work rather than being ignored, criticized, or punished when something goes wrong.

Low =  Members are ignored, punished or criticized.

High = Members are recognized and rewarded positively.
	CURRENT
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10

	DESIRED
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


What do you see as the top three challenges facing the organization? (put in sentence form please).

1. ________________________________________________________________

2. ________________________________________________________________

3. ________________________________________________________________
What do you see as the top three assets of the organization? (Put in sentence form please).

1. ________________________________________________________________

2. ________________________________________________________________

3. ________________________________________________________________
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