Surviving & Thriving in Rapid
Organizational Growth
Energy OutWest Conference 2010

Jjean singer consulting
May 6, 2010

Session Agenda
8:30—-10:00am

e Welcome, Introductions, Overview of Session

e Zooming in and out—Seeing patterns in the complexity

e Establishing our Database — Exploring our Experiences: Success and Hurdles
e Mapping the Data using the Integral Model

e Sense-making — Themes and Patterns of our shared experiences

e Burning Questions

e “ACE-It” Mini-Session — Analyze, Create, & Explore for fresh ideas

e Debrief for learning

e Wrap-up & Evaluation
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A Generate fresh insights, encourage
inquiry and dialogue
A Engage our learning edges as leaders

dealing with complexities of growth

A Introduce and use tools which you can
use right away

A Foster emergent learning drawing on
collective wisdom
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Guidelines for Being Together

A Listen for understanding

A Give all that you can

A Ask clarifying questions

ADi ve 1 né

A Be an explorer

A Tap into the collective wisdom
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Can you see

both

perspectives?

Old Womare...Or Yourng Girl>
hint: The old woman's nose is the
Houng girls

olrivs,
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With greater ,
compl e x i}

Our capacity and
approach to
recognizing
patterns need to
shift!

How many
faces do you
see?
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Diving in to Create our Shared

ﬂ Database

A We are always dropping in and out of
each otheros | ives

AWe donot start O at

A We come from different perspectives
and O0seebd6 uniquelyé

A We zoom in to the details & zoom out
to the big picture
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~ Exploring Our Experience - 1

Recall: your most successful work in assessing
challenging conditions, seeing patterns, making
sense, & engaging the right people for the right
situations in the past 6-12 months.

What contributed to you being successful?

i What was going on inside of me?

' What was | doi ng: how was
specific behaviors?

| What was the context [organizational, social]?

| What happené durteam; dur gboupsets;
what was the impact?

PUT YOUR RESPONSES i 1 each on the colored file cards
provided. Print large!!
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= Exploring Our Experience - 2
-

Recall: your most significant hurdle in the
same assessing, making sense, engaging
people in the past 6-12 months. What made
it a challenge?

What was going on inside of me?

i What was | doing: how wa
specific behaviors?

I What was the context [organizational, social]?

i What happenae durteamt dur géoupsett;
what was the impact?

PUT YOUR RESPONSES i 1 each on the white
file cards provided. Print large!!
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Integral Perspective
An Approach to Consider

Helps people develop
awareness and
sensibility for
zooming in and out

Incorporates a
whole world view
any situation rather
than one or two
perspectives

Taps into body,

mind, heart and
spirit www. integralinstitute.org
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Experiencing Life
through an Integral Lens

i B E-=AME
Attitudes
Thoughts and Feelings
Motivation
Intention
My Values
Resolve & Commitment

i B EoUS
Shared values, beliefs,
taken-for granteds,
language, norms, symbols
What happens around here
Team relationships
Patterns of leadership and
decision-making

i D O-0IT
Behaviors
Action, coordinate
Try a technique
Develop a plan/program
Educate
Supervise people

i D OI0ITS
Operational systems
Governance structures and
procedures
Policies and protocols
Programs and services,
models
Operational flow chart
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Mapping your Experience

APl ace your fsuccess
cards in the quadrant which best fits
your experienced please, one person
at a time, one card at a time, and read
each aloud.

A Be crisp in your reading and placing
cardsd ask for help if you are unsure

Keep your success and hurdles
separate, unless they are the same.
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What 60s emer gin

ANoti ce the themes,

A What sense are you making about
your own responses to the challenges
of rapid growth under the pressure of
time, resources, getting it right?
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When engaging in rapid organizational
growth & in complex change...

Reflect on YOU right NOW!
T Where are your strengths?
T Where are your areas to develop?
i Where might your blindspots be?
[
[

" What are your judgments, cynicism, fears?
' Howdés your capacity to z

A Wher eds y othatryou wodldjlike to
explore or get better at?

AWhato bur ni ng qgdoyos haved n o
A burning question focuses on a BIG issue
and no one has the answer!

STRENGTHS:

AREAS FOR DEVELOPMENT

BLINDSPOTS

JUDGMENTS/FEARS

CAPACITY TO ZOOM IN AND OUT?

WHAT IS YOUR BURNING QUESTION?
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AGi ven themes youor e
about a burning question--something
based on a real work/real time growth

issue, that if you had help focusing on,
would move you forward.

Write on a card, fold it up and put in
hat

One of you will be the recipient of an
AA@E o
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Working with an ACE-it

A Must have someone to present the

burning guestion.
A Analyze, Createand Ex p| or e

A Pay attention to and stay within the
format and guidelines.

A Remember to be open, curious, and
engage fully.

(@)t ? vV L} v VAE)
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Reflections on your learning

A What did you learn about the issue
from the ACE-it?

A What might this make possible as you
face ramping up to do more work?

A What are you willing to try as a result
of this experience?
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Reflecting on the Tools and Processes

A What did you learn from the ACE-it
process?

A What surprised you?

A Where and how might you use it?
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1.S. Eliot
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helping collaborative ventures come alive

gingergroup ' g

You can uséCE-it! * to get help from your peers or colleagues about any conundrum. Just take a few minutes to think
about your situation and what questions you have. Then find a group of people you respeatewvilling to give you 45
minutes to an hour of their time. You can do it over the phone or in persAsk one person to be FimeKeeperone to be

A

Ssour ce

ACE- It
f or

theRecordernd stick to the guidelines and time frames

The framework below is 30 minute otaste-test6. The minutes noted in parenthesis are for a typical 45-60 minute ACE-it.

5 minutes Summary of YOUR Situatibn| YOU briefly summarize:

Problem/Opportunity/ Project V Thesituationthat you want to address

and the oOoburn V  Your intentionwhat do you want to create?

you haveé V Youredgewhat don d andneedto dikcovePw

V What is yourburning questi®

2 minutes Clarification questions Your peers ask YOU guestions to bettenderstand the situation,
(5min) YOU ansver them. This is not the time for brainstorming or advi
8 minutes Peers deepen the dialogue; | YOU listen actively and no speakio however hard that may be.
(10min) YOU take notes
1 minute YOU delve deeper YOU probe, ask for more, ask additional questions, give more
(5min) information
8 minutes Second round: Peershave |éDi tt oéThis can be a generat
(20min) further dialogue, you take

notes
5 minues Learningd what did you YOUgofirstoshare insights, ideas
(10min) discover from this process?

jean singer consulting
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ACE-it* - Best Practices

Shared by Diana Smith, Jean Singer, Michael Keller, The Ginger Group Collaborative www.gingergroup.net
What this process is good for...

To "explore" a challenging and perplexing situation

Togive you a "fresh perspective" and some innovative ideas

To help you expand what you are aware of "inside and outside"

To tap into the support that is available to you in a quick, easy, and creative way

When this works well...is a good fit:

e When the inquiry and engagement hesvealed "what really mattersfolks are ready to dritdown
e« When there is genuine interest on the part of the participants AND ample time to use this for wide
"exploration” of an issue or topic
o When you are seeing patterns reoacing and when you are stuck in your attempts to shift
o When you are developing something and you need quick and stimulating input
e When using an ideal size-{bpersons) AND there is a "traineth-the-Ace-it" or experienced
facilitator for each group
e When the spaces large enough to accommodate the number of participants (in a way such that
their conversations do not distract each other)...OR have breakrooms available...

When this may not work so well...is a questionable fit:

¢ When an immediate ecision is actually necessary

e When there are insufficient number of facilitatdier the preferred group size of-B persons
e When the spaces not large enough to allow group®t be overheard or distracd

¢ When some individuals might have "unresolveefspnal issues

SET-UP FOR A SUCCESSFUL PROCESS:
Prep on part of the presenter in the process:
e The "power" of the question is critical needs to be "juicy”, meaningful and emotionalgvant in
"your" real world.
o Capture the "essence" of the isss facing you AND be very specific about the "input" you want
from the group:
o What is the one situation that is important to you where you facing significant challenge(s)?
o Describe exactly what you find challenging.
o Specifically, what is the questidmat you would like help with?
o What are the "key elements" of your situation that your colleagues need to know?
e As the holder of the burning question, take your own notes, capturing your insights, as your
colleagues are responding to your question

Prep on the part of the Process Facilitator:

e Stick to the timing and instructions on the process sheet...remind accordinighyorks!!

Resist the temptation to control or manadbke conversationlet things emerge, unfoldaturally

Invite everyone to sharéheir thoughts-- listen deeply

Invite people to speak to each other and NOT to the presenter directypretend that the

presenter is not there

Selecting the right participants:

o People who have a stake or interest in the issue AND who are curiousogeth to exploring

e Use @utionin including "expertsée guar d against preconceived, fixed
o Encourage representation of differing viewpoints
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