- PROCESS DESIGN — MAKING IT WORK — A PRACTICAL GUIDE TO WHAT TO DO WHEN & HOW FOR FACILITATORS, CONSULTANTS, MANAGERS & COACHES
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6. ABOUT A PROCESS TERMS OF
REFERENCE

7.
UNDERSTANDING
THE SITUATION

8. DEVELOPING A
FOCUS

9. STAKEHOLDER
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Objectivity

PTR is a map

Collaborative

Maintain boundaries
Developmental

Iterative

Enable transparency
Ownership leading to outcomes

Engagement of client group starts
up front with contracting

It is a marriage of the high level
with complexity/details

Compare with design eye, similar
->mixed

Objective level for design process
to create transparent common
ground

Avoid jumping ahead — stay
focused on PTR

The elements(like

kaleidoscope are important)

This is elastic

Circumstances
surrounding
process

Rationale with
now

Brief history
General
statement of
main challenge
Potential benefits

This becomes the
objective level of
the whole event
Skimming the
surface

The reality in
which a process
is embedded is
always more
complex than
words to
describe it.

Purpose
conversations:”
Big picture
reason”

Focus and scope
Map of Intention

e Purpose
e Objectives
e Qutputs

e (Qutcomes

Begin with the
end in mind
Realize that focus
is multi-faceted
Provides
assessment
measure at end
Builds ownership
—assumes
participatory
input

Key players in process

Some do pre work, consultation,
final decision-making, background
Complex — relationships,
perspectives, weight, balance,
competing, conflicting obligations,
expertise, legal, moral, practical,
organization, funding

Identify stakeholders

Why, how & at what point in
process

Give (contribute) & Get analysis
(get from process)

Affects whole process
Keeps it relevant

Affects end results
Involvement & Power
Willingness to be involved

Consider using stakeholder matrix
(p. 141), content expertise, criteria,
affiliation, other

“Charisma is not the basis of
facilitative leadership”
“Stakeholders with much power &
little commitment are not as
valuable as those with less power &
a lot of commitment.”

Core assumptions:
Agreement on key
decisions &
assumptions

Watch for:
e Scope creep —
changes in

boundaries or
jurisdictions

e Scope Drift—
slow
adjustments in
intention

Awareness of drift

Assumptions make
the implicit explicit
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11. KEY CONSIDERATIONS

12. WORK PLAN

13. GOVERNANCE

14. ESSENTIAL DOCUMENTS
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Potential impact related to key
decisions

Assumptions vs. key considerations
— important to distinguish between
the two — asking the right questions
is critical (pg. 156-158)

Discover the value tensions

Naming the key conversation
language — generic or specific

—— _

\

e

Generally is what is not seen that
matters

Core assumptions are closed
“givens”

Key considerations are open
throughout & become important
points for discussion & decision
making -> significant impact on
outputs, outcomes (+ & -)

Documents the mile stones, work
products, events, and responsibilities
& deadlines

Design for how to approach process
& not the event itself

Process overview

Time & outline for each phase
Main action items in each phase
Deliverables

Resources

Range from simple to complex
Clarifies what’s expected
Could shift from simple to complex

Check design against strategic plan,
etc. for relevance

Developed by leadership
management & implements
Customize work plan, terminology &
approach for client

When its development often before
facilitation begins

Process in temporary
organization

Structure are

e Elegant
e Simple
e Efficient

e Match process plan

Clarifies roles &
responsibilities
Sturdy but doesn’t
overtake process

Not attending to it can lead
to disintegration or
blockage

Collect data to support “O”
level of process

Glossary

Quiality checklist / validity

Surface all data to get
everyone “on the same
page”

Talk to one another
coherently & efficiently
Raises issues around when &
to what degree data is
interpreted prior to meeting
(& by whom)

Less is more — focused,
priority docs

Agree on what important
words mean

Quality checks will drive
future
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15. PTR-THREE

16. WHY EVIDENCED BASED

17. ADESIGN FOR

18. ATOWN HALL

19. A WORKSHOP ON
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the agenda

ToP has the potential for
discipline needed to get
evidence based

Need a process to get
assessment of outcomes
meaningfully

S Ny

EXAMPLES SOLUTIONS? DEVELOPING EVIDENCED MEETING WITH XYZ MISSION AND
BASED QUESTIONS FINANCE VALUES
DEPARTMENT
= PTR has overarching Tighten up the O Experts Blocked agenda
fo design and is flexible Nail the D Develop questions Process design = underdeveloped agenda
g. Customizes to client Clarify the facts & data Develop flow chart
a e Ambiguity of facts Get background data Need aims for each block
Flexible e Manipulation of data Develop questions to get
" Knowledgeable of PTR Pay attention to the R answer Need process design embedded
@® | process Collaborative process to _ _
= determine what needs to be | Design Leadingto. .. /F—r
§ Starts with a situation evaluated for what purpose Question process to get to -
™ goal |
Ends with Once the why is clear, we can
implementation — who design the questions Facilitator brings process i
and how Interpretative level can bias ORID brings process ‘

Thanks to all that participated in this book
charting event at the 2011 ToP Network
Meeting — Irina Fursman & Heidi Kolbe







