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ABSTRACT

This paper attempts to bridge something of a
perceived gap in the international VM literature - the
issue of process management or facilitation. Team
evolution, devolution and behaviour are considered
and their impacts on ultimate performance and
outcome. The paper proposes that a knowledge of the
Job Plan and a few process interventions are
insufficient to maximise value outcomes and explains
the need to appreciate the importance of unique,
idiosyncratic facilitator style in drawing out authentic
individual and team behaviour, and challenges
upcoming and experienced facilitators to take stock of
their own performance. The paper draws heavily on
the work of international facilitator John Heron and
builds on previous published papers by the author
placing VM in a behavioural context.

PROLOGUE

Value Management (VM) is the term adopted by
the author for this paper. The differences between
value engineering, analysis, management, control,
assurance, et al are understood and acknowledged but
play no part in this work. It is proposed that this
examination of part of the process management
(facilitation) applies equally to any or all value studies
which are structured, participative management
procedures.

INTRODUCTION

Consider a problem or situation which has given
rise to the need for a VM study. The stakeholders
have been carefully selected and, let us assume, make
up the most appropriate mix to tackle the issue, and
are sufficiently empowered to both achieve the “best”
outcome and launch its implementation. The size of
the group is immaterial, the venue is neutral and
conducive to the creative challenge and an external
facilitator has been engaged. Two facilitators, in fact.
In this theoretical scenario, the group will carry out
the VM study under the guidance of Facilitator A and
an outcome will be posted. The same group will then
carry out the same study with Facilitator B, having
had all traces of the first study removed from their
collective memory - to the group this will be
embarking on this second study for the first time. Or
so they think.

Facilitators A and B have impressive track records
and are considered equally competent to carry out the
task. Which they do. The outcomes of the study
however are quite different. Whether one outcome is
“petter” than the other will always be subject to
conjecture and is irrelevant to this tale. The point is
why were the outcomes different? After all, the
studies spanned the same time-frame, the Job Plan
was adhered to absolutely and many of the same
techniques were used to compile a FAST diagram,
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solutions, etc. The only common denominator in
analysing the difference in outcome is the facilitator.
The only thing the facilitators had in common was
that they were different. Such uniqueness has
suddenly had a significant impact on a big decision.
The outcomes were as disparate as the styles of the
two facilitators. It is suggested that this could have
far-reaching effects and is worthy of some
exploration. This work endeavours to start that
journey.

The paper is presented in three broad sections. A
review of groups and teams and their behaviour leads
into a synopsis of facilitation definitions, metaphors,
skills and attributes. These in turn provide the
foundation for the major focus of the paper which
constders, in as much depth as a short paper allows,
the issues of facilitator style; the visibles and
invisibles; the impact of uniqueness, the
transcendence of this vital ingredient beyond simply
following the Job Plan and hoping for the best.

It is proposed that gaining an understanding of
such individual behavioural variables may go some
way to explaining why outcome A was so different to
outcome B.

GROUPS, TEAMS AND SOMEWHERE IN-
BETWEENS

High Flyers

Before shining the spotlight on facilitation, it is
contextually useful to remind ourselves of some
group/team basics. Passengers on an aeroplane, for
example, are neither a group nor a team. Whilst there
is a common purpose for their being there, the lack of
interaction, change in behaviour and one passenger
being influenced by other passengers demotes this
collection of individuals to simply being an airborne
aggregate - its behaviour has no impact on the
outcome of the flight. However, on the same flight
there is a group which hopefully does fulfil the
prerequisites to ascend from group status to a mature
team. We are talking here of the flight crew. They
naturally form a group of highly qualified and capable
experts, charged with a shared common purpose to
transport our airborne aggregate from Y to Z in a safe,
smooth and timely manner. Whilst executing their
individual duties, it is essential that the crew interacts,
is aware of the group identity, acknowledges (even if
implicitly) a set of values and roles and engages in
interpersonal communication and interaction.
Operating in such a way, the flight crew or team will
be better able to satisfy the shared common purpose.
Is this merely stating the obvious? Possibly yes,
however the findings of the U.S. Federal Aviation

involving a major airline in 1987 revealed that:

“There is no evidence that the airline’s crews are
either unprofessional or purposefully negligent.
Rather, it was observed, that the crew members are
Sfrequently acting as individuals rather than as
members of a smoothly functioning team.”

Whilst a VM study might not have such
catastrophic consequences when the team disables, the
message is similar. I commend you to consider the
importance of authentic team performance, but
possibly not whilst being wheeled into the operating
theatre.

Team Performance - evolution or creation?

Team development, behaviour and ultimate
performance is concerned with the shift from the
unorganised aggregate to the mature, productive team.
Three key drivers in team performance are task
(production), maintenance (relationships) and process
(means by which tasks are performed). The
interdependence of these drivers is critical. Rarely
will teams instantly occur. Generally, teams develop
over time as a transition takes place from the
negative group dynamic to the positive. Models
abound of this shift, this explanation of the
group/tcam life cycle. There appears to be general
agreement that there is a beginning and an end with
the period in between either a steady maturity or
alternatively a series of forward movements and
backward interludes, treading an eventual path to
some sort of a conclusion.

The Tuckman Model is often quoted as something
of a standard: Jorming, storming, norming,
performing and adjourning. This is a well known and
documented observation of group/team development
and needs no further examination here. John Heron
provides a more metaphorical proposition suggesting
four seasons of group development:

o  Winter - the season of defensiveness, low trust
and high anxiety

o Spring - working through defensiveness and a
fresh culture developing as anxiety yields to

trust

o  Summer - a high level of team growth, risk-
taking and authentic behaviour

e  Autumn - closure and something of a
celebration; a time for reflection

Figure 1 takes these models and attempts to inject

Administration inquiry into a spate of incidents 296 2 VM context.



SAVE INTERNATIONAL CONFERENCE PROCEEDINGS 1997

TUCKMAN JOB PLAN HERON
Forming INFORMATION Winter
Storming
Norming ANALYSIS Spring

Performing CREATIVITY Summer
JUDGEMENT
Adjourning DEVELOPMENT Autumn

Figure 1

Clearly, real life is not as straight forward as
such models might suggest, however they are
useful in attempting to make some sense of what is
going on in a VM study. No two teams will be the
same. The metamorphosis from group to team will
vary with some groups maturing early, some taking
much longer and others weaving in and out of
productive performance - unseasonal cold snaps in
the midst of summer. This latter state describes
the majority of groups I have worked with.
Providing an updated weather forecast and keeping
a metaphorical spare umbrella and pair of gloves at
hand has proved a powerful process management
tool in enabling teams to take responsibility for
their own development. But more of that later.

So, group development is something of a
journey which may be smooth and pleasant or
turbulent and disconcerting and possibly still leave
a question mark hanging at journey’s end. The
final commentary on how the group behaved and
what was achieved will be the outcome of the
battle between the negative and positive dynamics
which may be considered in terms of the physical,
mental, emotional and spiritual energy within the
group at a certain point in time.

Positive performance is recognised by general
acceptance of alternatives, the embracing of
innovative thought, norms honouring differences
between the participants, a willingness to work
beyond the boundaries of the ordinary and a desire
for challenge and change. Indicators might be
group-gencrated maintenance (of the process),
creative handling of conflict and an atunement,
stated or implied, with the psychic and spiritual
energies being developed.

Negative performance is heralded by a
resistance to push the boundaries, restrictive
attitudes and behaviour and psychological
defensiveness borne by anxiety. Indicators might
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be competitiveness, power struggles, gender or
racial bias, submission, flight or attack.

So far we have briefly considered the group or
team as a performing organism - the sum of the
parts. Before moving on to the management of this
“living thing”, it is important to take a look at the
parts.

Individuals function differently in a group or
team than they do acting in isolation, hence the
power of VM in overcoming the notion that one
person in a chain of events is charged with the
responsibility to come up with the universal answer
to a myriad of problems. Whilst structured and
organised teamwork is unquestionably the right
way to solve problems, we must be mindful of
some of the behavioural baggage participants bring
with them to a study. As seen already with the
group as a whole, there are positive and negative
considerations. Several dichotomies abound. The
need to compete and the need to conform, the
uncertainty of acting out a role rather than
exposing one’s natural inclinations to name but
two.

Bob Dick, drawing on work from the 1950s and

1970s developed a hierarchy of individual
behaviour:
e conditional  self-acceptance whereby

personal performance is measurcd in terms
of the individual’s own judgement of
success

e unconditional  self-acceptance  whercby
introspection and personal development are
more important than standards of
performance
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e conditional acceptance by others whereby
a need for recognition is based on a
perception of other people’s standards

e unconditional acceptance by  others
whereby one is accepted by others for what
one is rather than what one does

e immediate physical well-being  whereby
psychological well-being may result from
physical comfort, being relaxed etc

Any or all of these matters will impact on self
and ultimately team performance and must be
acknowledged and worked with to avoid group-
think, domination and political stagnation - all
grist to the mill for the critics of teamwork.

Evolution or creation ? Does the group evolve
into the team or is there some higher influence
which fashions the group’s destiny ? The answer
to both questions is probably “yes”.

IS THERE A MIDWIFE IN THE HOUSE ?

Metaphor

The use of metaphor and, at a more
subconscious level, symbolism when facilitating a
group is very powerful. So too, simile and
metaphor are useful in casting some light on what,
precisely, facilitation is. Many have attempted
definition but have fallen short of the mark, to the
extent that no single theory exists in response to
the simple question “what is facilitation?”. 1 do
not belicve that this is because the activity of
facilitation is complicated per se but try describing
it to someone in less than a hundred words and
encapture all the roles, rules, responsibilitics and
regrets along the way, and it is difficult.

Metaphor assists with this problem. The
images of gardener and musical conductor are
good ones, the notion of directing, nurturing,
imposing and withdrawing whilst overseeing
natural or human process toward a satisfying
outcome. The conductor neither composes nor
plays the music but has this central, facilitating
role in the production of the sound of a symphony.
If I, for example, were to attempt to conduct the
Chicago Symphony Orchestra, the outcome would
be a merciless din, despite the musicians being of
the finest. The musical analogy will pop up again
in this paper.

A personal favourite is the facilitator as
midwife. This needs no explanation but the deeper
symbolism of delivering new life, hope and an
openness to endless possibilities is as powerful as it
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is optimistic and fits comfortably into VM
applications which seek newness and opportunity.

Before moving on, I would like to raise three
significant points which arise out of this analogy:

¢ the midwife makes no contribution to the
conception

o the mdwife has neither interest nor
responsibility after policing the birthing
activities

o the midwife must be knowledgeable, skilled
and competent in executing his or her duties

In a nutshell, the facilitator is interested in
process only. Content is of no particular relevance.
The only qualification to this statement is the
degree to which facilitators conducting VM studies
in manufacturing, construction, process
engineering etc have a background or flavour for
those areas. To that extent, there is an association
with content.

As an aside, my next work is reviewing factors
which disable quality VM facilitation. One of the
issues under the microscope is that of content
obsession on the part of the facilitator. The
temptation for many facilitators working within a
familiar industrial setting is to attempt to wear two
hats - one of facilitation and one of participant. [
respectfully suggest that this is courting disaster
and dangerously flirting with a group dynamic that
requires a distance and high level of self-control. 1
could lead on to consider the close cousin of this
scenario, the in-house facilitator.......but I digress.

A Facilitation Model

That facilitation is complex and attempts at
succinct definition tend to fall on stony ground
lends itself perhaps to a model. This may help us
rein in the disparate and myriad permutations and
combinations of skills, attributes and style which
make up the facilitator’s tool kit.

Three broad modes of facilitation are
reasonably well covered in the management
literature, drawing on theories and case studics in
leadership. At this point, we had perhaps better
remind ourselves that leadership and facilitation
are quite different, despite some helpful parallels
having been scored in the sand.
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Under various titles, facilitation may take the
form of:

e domination whereby the facilitator clearly
takes control of process with the
participants attending to a series of tasks set
before them (facilitator as school ma’am)

e collaboration in which the facilitator and
the group work in closer harmony on
matters of process. The facilitator may act
as catalyst and guide but much of the
process decision-making rests with group
(facilitator as football coach)

e  ransparency whereby the group takes full
responsibility for not only the “what” but
also the “how”. This is considered to be
something of a peak of team performance
(facilitator as life-raft)

Clearly, if we transport these modes into a
typical VM study (if there is such a thing), it may
be observed on reflection that there is the need to
perform in each state over the duration of the
study. The skill is recognising or perceiving

a) which mode are we in right now?

b) is that the appropriate mode right
now?

¢) is a shift necessary and if so, to which
mode and how might 1 effect that
shift?

d) how will I, the facilitator, attend to my
own well-being and performance to be
able to ask and answer the questions
above?

This in itself is no mean feat. The plot thickens
however. But before introducing a further set of
variables, it may be timely to consider the Heron
Model in Figure 2

PLANNING MEANING

Dimensions ~—»

Modes +

CONFRONTING

FEELING STRUCTURING VALUING

HIERARCHY

CO-
OPERATION

AUTONOMY

Figure 2

The modes in this model will have a familiarity
with previous comments. In short, the difference
between direction, negotiation and delegation, the
facilitator doing it for people, doing it with people
or giving it to people.

The dimensions then come in to bat, making up
a matrix of eighteen facilitation snapshots. Apply
this to five stages of the Job Plan and close to one
hundred freeze-frames of VM facilitator activity
loom into focus. But of course it is not that simple.
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Whilst I would suggest that it is possible to stop
the tape from running at any particular time during
a study and analyse quickly the Job Plan stage and
the mode and dimension adopted by the facilitator,
the target is a constantly moving one.

Briefly, the more subtle dimensions may be
summarised as follows:

e  Planning is concerned with ends and means
and selects the most appropriate route and
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vehicle to achieve stated goals (the goals
themselves being ascertained as part of the
planning dimension). This dimension goes
beyond simply adopting the Job Plan

e Meaning, as the name suggests, is the
dimension for explanation and reassurance.
It is the cognitive aspect of facilitation

e Confronting is about raising group
consciousness. It is about dealing with
resistance and avoidance to issues within
the group

e Feeling concerns itself with the emotional
well-being of the group. An atunement
with individual and whole-of-group fears,
anxieties, achievements and celebrations is
called for here

e  Structuring is possibly the more formal
aspect of facilitation and sometimes causes
some difficulties in differentiation with the
planning dimension. My own interpretation
would be that structuring is more of a micro
exercise and calls on interventions pulled
out of a hat to give form and direction to the
many aspects of group performance

e Valuing transcends the formality and role-
play of ego-based posturing and status and
embraces integrity, genuineness and
authentic behaviour

The grey, shaded cells of the Model are the
options open to us as facilitators. For example, I
may feel the need to firmly and openly bring a
participant’s inappropriate behaviour to his/her
and the group’s attention and constructively deal
with it before moving on; hierarchical mode,
confronting dimension. The group may be
performing at a level whereby they can be left to
their own devices to work through a period of
difficulty, deciding itself how to see the wood for
the trees and progress, autonomous mode,
structuring dimension.

And so is this, or any, model of facilitation
useful or meaningful to those of us who put
ourselves up as the agents of change on a,
hopefully, regular basis to make a buck, a
difference or both through VM ? Perhaps we just
get on with the job and all that I have said to date
is merely hitching a ride on the a road to academic
meaningless. At least we should take a closer look
at the parts of the car.
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Technique - What's Under The Hood

The picture 1 might be painting so far is that all
this facilitation business is nothing if not
complicated. Again, yes and no. Respect for and
an understanding of the position is all 1 am
promoting,

Technique(s) go some way to equip the
facilitator to deal with certain situations. By
technique, I am referring to the day-to-day
implementation of meta and micro processes to
address certain needs at certain times throughout
the study. It is as important to be able to explain,
initiate and control the vagaries and heated debate
often associated with the compilation of a FAST
diagram as it is to know when to implement it and
to subsequently use it as a process tool. It is
important to have an array of decision-making and
prioritising processes such as weighted matrices,
dot voting and simple weighted voting and the
ability to know which to use when and why.

How do we make our, often conservative,
groups flower into the creative cauldron that is
critical to VM as a creative endeavour? Is it
sufficient to announce that “we are now entering
the creative phase” and rest comfortably that
participants proceed to indulge in something of a
solution fest thereby keeping the doors of true
creativity firmly shut? Is it appropriate to suddenly
throw in the challenge to come up with 101 uses
for an empty bottle on a desert island as a creative
primer in isolation, having engendered the
conservatism for the analysis stage, soon to be
followed by the ever more analytical judgement
stage?

Is, in fact, creativity required from dawn to
dusk ? I personally believe that all stages of the
Job Plan require an openness and sense of
creativity. There is a need to be creative in putting
a FAST diagram together; there is a need to be
creative in analysing creativity in the judgement
stage, a charge to “creatively listen” and see
another point of view, there is a big creative
challenge in developing the selected option(s) and
ultimately a creative quest, harnessing the moment,
to go forward and implement/recommend the
outcome.

Techniques are available for all of this. The
problem is that we are dealing with the human
spirit, the power of synergy, the quest for change,
the potential megalomania of fiddling with the
with the ordinary and the undeniable fact that in
arriving ultimately at the acceptable “new” we






