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INTRODUCTION TO COLLABORATIVE MEETINGS
The purpose of this planner for engaging in collaborative meetings is to provide specific actions and steps you can follow to gain the support of people and organizations in collaborative work to address local issues and problems.  Collaboration is a process in which parties to a problem or issue - parties often with a wide gulf of interests and perspectives between them - seek solutions all can support.  It is a way of working with the tangle of passions, complicated cultural, political and economic drives, and often bitter histories to do what sometimes seems impossible -- develop a common ground for action. Collaborations are frequently built by people working out of self interest -- that is, what they are motivated by and what they care about.

Collaboration doesn't deny power, nor does it gloss over the power struggles that are sometimes at the base of an issue.  In fact, the impetus to collaborate often comes only with the realization that when it comes to some issues, few can act unilaterally.  Collaboration underscores the idea that sharing power is necessary to serve all key interests.  Our fates are interwoven with the fates of others.  Collaboration takes interdependence as a given.   It also takes as a given varying perspectives and the belief that no one has all the answers. 

Participants share the power to define problems and propose solutions.  They also share responsibility for carrying out their mutually agreed-upon actions.  Collaboration also often means a richer, deeper pool of resources: time, money, expertise, information, materials, talent and commitment.

Collaboration is inclusive - reaching out to involve stakeholders and interested parties with widely varying perspectives on a situation.  This includes those who might otherwise block proposed actions.  

The information and materials in this section are intended to promote understanding of the dynamics of collaborative processes as well as to offer specific suggestions on how to manage collaboration effectively.  But remember, the most important ingredient to successful collaboration is EXPERIENCE.  

The benefits of collaborating are too numerous to list here, but the key benefit  is better, more sustainable solutions.  That comes from sharing and building a sense of community.  Good communication skills and a lot of creativity will be critical.  But there is no "one right way." The resources offered here are yours to adapt and mold to your style, experience and each collaborative opportunity you encounter!  Enjoy the journey...

Structure the Process
The first step in preparing for effective collaboration is to structure the process of each meeting and the "engagements" between meetings.  Usually a small core group of the key stakeholders does this together.  Sure, an agenda is essential, but there are other  questions to ask yourselves, and to answer, prior to any meeting.  This is true for one- time sessions as well as for a collaborative group that meets over a number of sessions.

°
Have we identified the key stakeholders accurately?

°
Who is the best person to invite each of the key stakeholders?

°
What, if anything, should we send potential participants in advance to help them prepare?

°
How will you create an atmosphere which makes people feel welcome?

°
What can you do to help people connect with one another as neighbors and community members - not just as adversaries who now have a face?

°
How will you manage individual behaviors that may undermine the group's health and productivity?

°
What is the purpose of this meeting and what structured group processes can we use to make it effective for everyone present?

°
What order and flow of agenda items will lead to success as a whole?

°
How can we arrange the room to help the process?

°
What do we do if key stakeholders do not come?

There are many more.  Planning the details of atmosphere, pre-meeting preparation and group processes is the most important part of the meeting.

Prepare the Key Players
In preparing the key players, think first about the core stakeholder group which is initiating the collaboration.  It will be very important for the core group that is convening the collaboration to model the behaviors which will help everyone work together effectively - starting with good communication and listening skills.  You may want to make sure the facilitation and recording in the earliest stage of the meeting is rotated among key stakeholder representatives or that you bring in a facilitator who is perceived as neutral to participants in the collaboration.  That simple action begins immediately to let everyone know that this is a group effort and everyone is valued.

Often you may be confronted with the need to engage special resource people in a meeting.  Is it very important to make sure they are well informed about the collaborative group in advance.  Your group may request that a local government official, environmental scientist or author of an recent resource management report be on hand for dialogue.  Even though that guest is well prepared based on their individual expertise, they will be much more effective if they know the "audience'' and the group exchange that led to being invited.  There may be additional reference materials they want to check in advance in anticipation of questions. They may request additional written background materials from you.  Whatever the needs, this is time well spent.

Identifying the Key Stakeholders to Invite
Gather a small "think tank'' or core group and develop a strategy for getting started.  This group needs only 3-5 people if all come from different experience and each has a broad base of community interest and involvement.  Dialog in an initial meeting with this group should focus on: Who else cares about the situation, issue or problem at hand?  Is anyone already doing something?  Who might be interested in joining an effort to make positive change?

Your core group will need to brainstorm names of individuals as well as organizations in response to these questions.  Remember to be inclusive and add people to the list who   you believe will not necessarily want to make changes or who may not agree that the situation needs change.  When people have a say in the planning they are less likely to oppose an idea later.  You may also uncover resources like time, money, materials, expertise, facilities that you were not aware existed.  You may want to create a matrix, with interests you want represented across the top and names of potential individual and organizational participants down the side, to make sure you are covering a broad base of categories of potential participants.  An initial group of 15-20 invitees is plenty, but the core group may need to identify 2-3 people as potential in each category of participants in order to achieve this number.  

In a situation where it is not acceptable to host a meeting by invitation, the process described here may still be valuable.  Consider involving the people you want to engage in notifying others to participate.  That step builds some involvement of this expanded core group and may also ensure more balanced participation than if you only post a public notice.

Engaging Key Allies and Potential Blockers
It is not usually difficult for a core group to brainstorm potential participants in a collaborative effort, but a common mistake is not remembering to include those who you feel may oppose or block actions of the new group.  It may be difficult for you -- or for you to convince others in the core working group -- to inform and invite potential "blockers," but it is essential to your ultimate success.  The commitment and buy-in of these people may make or break any attempts at sustainability of actions and solutions ultimately proposed by the collaboration.  The perceived blockers may have critical information the group needs or just the creative suggestion that triggers important breakthrough progress at some point in the collaborative process.  

If perceived blockers are excluded from the beginning, that may provide the motivation for them to actively work against the collaborative group and often rumors and misinformation spread wildly to confuse others about your actions and motives.

It is equally important to engage key allies early.  Make sure they are well informed and, in an early briefing session, invite their suggestions for whom to include.  (Do this with blockers as well).  These individuals may perceive the power and influence structures differently from your core group.  Their input before any invitations are issued may be critical to your long-term viability as a successful collaboration.  

Who is the best person to invite each of the key stakeholders?
The core stakeholder group needs to make this assessment early.  It may be that someone outside of the core working group will be more effective in trying to engage in the collaboration.  It will take time to brief them and ask them to invite some of  these key allies as well as those you anticipate to block the collaborative process or actions which flow from it.

This step may take many individuals who are not in your core stakeholder group and it will take time.  But keep in mind that if key individuals are missing when you get started, the collaboration may never reach its potential.  In addition, the process of being thoughtful and deliberate about who initially contacts each participant shows the importance and seriousness of the proposed collaboration.  The bonus is that you now have a much larger group of people well informed about your intentions.

Purpose of Meetings
Many groups go into a meeting with little or no planning other than a list of items on an agenda.  In order to help participants be as prepared as possible, a complete working agenda sent in advance of a meeting should include the following:

°
Time for getting connected

°
Review of proposed agenda

°
Review (or setting) of ground rules for behavior while in the group

°
Review of individual expectations of the meeting

°
Reminder of what participants need to do to prepare

°
A list of each agenda item in the order they will be addressed -- including the amount of time allocated for each, name of presenter, and purpose for including the item (idea sharing, review of information, decision-making, etc.)

°
Process for wrap up and assessing the meeting

Groups often neglect to let participants know in advance the purpose of the meeting and individual agenda items.  It can undermine your whole process if someone shows up expecting a decision to be made when the focus of that particular meeting is to learn more about a subject first with a guest speaker.  This experience sometimes leads to people believing the group is stalling or waiting to make decisions when certain people aren't there. In contrast, if people show up thinking the meeting focus will be generating ideas and possible solutions and the real purpose is to finally make a decision, your whole meeting may be derailed because the decision makers for a certain interest group are not present that time.  So, start now making it a practice to state clearly and boldly the purpose of each item on the agenda.

SETTING THE ENVIRONMENT FOR PARTICIPATION

Welcoming Participants
Whenever we come together in a group, we need to spend some time “gathering”--clarifying expectations and establishing a sense of inclusiveness.  We need to gather regardless of the nature of the meeting; whether we are attending a regular meeting of people we know or a first-time meeting of strangers.

Gathering requires putting away -- at least temporarily -- other concerns vying for each  person's attention.  Finding some way to help people do this is important to the group’s effectiveness. You may want to ask people to write their concerns on a piece of paper and tuck it away in a purse or pocket, or provide an envelope for them to put the paper in for the duration of the meeting.  One of these short, simple approaches will allow people to acknowledge what's crowding their minds and then to focus on the work at hand.

Tips for Helping People Gather
Check out the physical arrangements of the meeting room in advance. Does the meeting facility offer access to people with disabilities?  Are there any special accommodations you need to make in the meeting room itself to ensure the full access and comfort of people with disabilities?  Now focus further on the room.  Is the room clean, cheery and clutter free? Are there distracting noises?  Is there adequate seating for the number you expect? Is it comfortable?  Are seats arranged to promote face-to-face interaction?  Round tables or a u-shaped arrangement of oblong tables helps. 

Schedule a 30-minute arrival and getting connected time in advance of formal start of the meeting.  This provides a chance for people to speak briefly with those they know and introduce themselves to first time participants.  It will help keep the meeting on schedule if people are already acquainted and have had a chance to catch up on the personal stuff before you begin.

Actively welcome each participant as he or she arrives. A simple nod and smile from you and other members of your core working group will go a long way in establishing a sense of belonging.  Be active in making introductions among people you think may not know each other.

Use name tags.   Readily-seen name tags ease conversation.  Using large print for the first name is best for viewing around the room during the meeting. Remember, you and others will want to be able to read name tags from a distance once the meeting starts.  Don't forget to provide table tent index cards for people to display their fist names in large print in front of them at the meeting table.

Point out logistics.  Let participants know where bathrooms are, invite them to share in refreshments, tell them how to access the telephone, etc.

Provide refreshments.  Even if it's only water, try to make sure something is readily available as people arrive.  Sharing food helps create a common experience.  Food can help ensure blood sugar levels stay even; it's harder to get things done when people are edgy.  

Help people connect at the start of the formal meeting time by quickly sharing funny stories, wishes for the group's success, a three-year vision, or good things that have happened lately on the focus area of the group.  Choose a different technique for each  meeting and keep it personal but not threatening.  The result will often be a relaxed and upbeat atmosphere AND increased group productivity.

Room Set-up
Make sure all equipment you and others will need is present and in working order before participants arrive. It can waste time and be disruptive to the flow of a meeting if AV equipment is not working or if there is simply no one present who knows how to work it.  Remember also that there are many different types and manufacturers of basic equipment, like overhead projectors.  Will you need a microphone to make sure everyone can hear -- even those who may be hearing impaired? Do you need an interpreter?

Will you need flip charts? Check in advance to see if your meeting facility provides them.  Are there restrictions on what kind of adhesive you can use to hang individual sheets of paper on the wall?  Prepare your own kit of watercolor markers, masking tape, spray mount, index cards, etc. and keep it together.  That way you will have an easy time of checking to make sure you have all the supplies to pick up and leave without losing time rounding up essential supplies each time there is a meeting.

As you look at the room as a whole, do you notice clutter in and around the part of the room where people are likely to focus?  Are there distractions on the walls or tables that you can move for the duration of the meeting?  Creating a clear, uncluttered space for your meeting, especially the front of the room, will be a big advantage to helping the group stay focused.  It will also help you find materials, supplies, handouts, etc. easily when you need them during the meeting.  Organization is the key to staying focused.

Create an upbeat, positive atmosphere by adding color and texture to your meeting environment.  Provide blank paper and colored markers on the table for doodlers, encourage participants to use a dark marker to put their first name on the table tent and then decorate it if they want. Consider sprinkling some brightly colored/wrapped candies on the table, or add a little vase or pot of flowers, if there is space.  Collect humorous, inspirational or historical quotes and mount on colored paper.  Mount a few on the walls around the room before anyone arrives and then add a few more at each break.  Discuss these ideas with your core team and see what others you might come up with that are unique to your work.

MANAGING A COLLABORATIVE MEETING

Agenda/Flow of Business
What topics are going to be covered?  How much time will be allowed for each?  Who will be the person responsible for managing each agenda item?  Will they need any special equipment?  When do we take a break?  Knowing what's planned, who is responsible for what, having an agenda and reviewing it with everyone and sticking to it are essential to a well-managed meeting.   

Every meeting needs to include introductions, sharing expectations, and reviewing or setting group ground rules about how participants will behave while they are together in this group.  Introductions and sharing of expectations can often be combined into a brief team building session.  Skipping the step of checking in on everyone's expectations can lead to confusion and disruption later when participants realize their needs are not going to be met.  

Setting group ground rules is a step often neglected by groups.  As groups form, they need to be able to find answers to questions like: What's OK here?  How will we work together?  What's my role in this group?  Establishing ground rules is important at this stage.  All too often groups devise unspoken rules and group members get stuck in roles.  Avoid hidden agendas by taking time to develop ground rules as a group.  Working together on this process will communicate a sense of fairness, foster empowerment, and strengthen commitment.  Frame ground rules in response to a statement like “Think of meetings you have been to that were productive and successful.  What contributed to their success”? Ground rules like “take turns talking” and “use ‘I’ messages” might be responses.  You can also ask what made a meeting a bad experience and invite people to think of a positive behavior that would have corrected the situation, e.g., “everyone talking at the same time” might be a negative. “Taking turns talking” would be a ground rule to avoid that situation.

What are some ground rules you would like to have in this group?  You can start with a blank piece of flip chart paper and ask for suggested ground rules from group members.  Or you can propose several ground rules and ask for additional suggestions.  In either case, it is important to get agreement from group members that they are willing to abide by the ground rules.  Make it clear that each member of the group needs to be aware of and take responsibility for helping everyone in the group follow the ground rules.  

It will often lead to more effective meetings if the planners order the agenda items to promote some early successes and agreements among participants before tackling the items that are more contentious or divisive.  There are many agenda formats in use, so select one that works for you.  Keep in mind that simply listing the topics will not be very useful as a working agenda for the core group - maybe not for the group as a whole either.  Consider the following format for agenda planning:

Agenda Planning Guide
	Subject


	Item #


	Who

Reports
	Material 

In Advance
	Material 

At Meeting
	Equipment

Needed
	Time

Required


At the Meeting
Agenda review is the first order of business when the meeting convenes.  Write the agenda on flip chart sheets or a chalkboard so everyone can see it.  Review it at the beginning of the meeting and be sure to accept input and work with the group if modifications are suggested.  Here are some tips on agenda review:

°
Go through the agenda quickly, in headline form.  Give a brief idea of what will be covered, the process and the time frame.  Explain the rationale behind order of agenda items.  Then, and not before, invite questions and comments.

°
Avoid getting defensive about the proposed agenda.  If changes are suggested, check those suggestions with the entire group.  Do not make changes based on the comment of only one or a few people.

°
When major additions are proposed, inform the group of the adjustments that will need to be made because of limited time.  (e.g. something will need to be taken off the agenda, postponed, etc.).

°
Avoid letting a particular individual monopolize the agenda.  The group is the focus here, not any individual.

°
When the agenda has been amended, be sure to ask for acceptance of changes by the whole group.  Remember, this is a group meeting.  The agenda is a contract  among members of the group about how they will proceed.

Who Will Facilitate the Meeting?
It is more difficult to facilitate the meeting and remain neutral if you are the one who initiated the meeting and have a strong interest in the outcome.  Consider having someone else facilitate the meeting or have a co-facilitator.  The facilitator's role is to keep the group focused and on task, encourage participation, and monitor and enforce the ground rules.  The facilitator remains neutral, keeping communication open by reminding people to use “I” messages (instead of  “you” messages).  Speaking for self avoids statements that seem to blame or accuse and make others react defensively.  It allows for acknowledging differences of opinion while maintaining respect for the other person.

You may want to help others build their skills as facilitators and recorders so these responsibilities can be shared.  It will be useful to discusses these roles with the entire group and provide a copy of the following as a reminder for everyone.  Be sure to emphasize that EVERYONE has some responsibility for managing the group process effectively.
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 Role of Facilitator:

°
Guides the process, not the content

°
Moves the meeting forward while honoring all involved

°
Helps group to balance tasks and relationships

°
Constantly assesses group’s “temperature”

°
Remains flexible

°
Remains neutral

°
Works with Recorder

°
Accepts feelings as valid information



°
Acknowledges concerns

°
Suggests processes

°
Summarizes, clarifies direction
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Role of Recorder:

°
Keeps visible record, Group Memory
°
Uses people’s own words

°
Uses multicolored, watercolor felt pens

°
Varies writing space

°
Uses large letters 

°
Uses plenty of white space

°

Numbers the pages

°
Is in synch with facilitator

°
Can stop meeting to gain clarity

°
Uses notes to:


-Update absent members


-Follow through on tasks [image: image3.png]



Role of Timekeeper
°
Is in synch with Facilitator and Recorder

°
Agrees clearly on signals

°
Uses a watch or timer

°
Is sensitive and discrete in using signals to remind


people of time limits

°

Follows time set by group agenda
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Sensitivity to Literacy Issues
Research tells us that there is a serious literacy problem in this country.  The significance of the problem varies from place to place, but it is an area of sensitivity for anyone managing public meetings.  One way to make sure all concerned citizens and participants in a collaborative process have their voices heard and recorded in the dialog and decision-making processes is to use a variety of approaches.  It is a mistake to rely on asking people to put their ideas or recommendations in writing as the only way to gather input.  Brainstorming or facilitated dialogue with a group recorder offers the opportunity for those without good writing literacy skills to fully participate.  When reviewing items listed on flip charts for priority setting, grouping, etc. take the time to restate them in case some people in the group cannot read, hear well, see well.

Tips and Techniques
°
Consider meeting length and time of day.  Remember that some participants may not be able to come at certain times of the day and be sure not to schedule meetings that exclude them.

°
Meetings times, length and location can vary to suit the needs of the group.  Let it be a group decision.  For example, when the topic is major planning or task, a 3-4 hour meeting might be most productive.  When the focus is information sharing, updates, coordinating activities or committee meetings, a brown-bag lunch might work.

°
Eating together often builds relationships and adds to the comfort level.  This can be light refreshments or a break in the meeting for a meal.

°
Show respect for people's time by starting and ending on time.  Keep the meeting moving forward.  Guide from problem to solution.

°
Begin meetings with a team building activity that reconnects people and contributes to trust building.  Include this time in your agenda planning discussions.

°
If new people join the group be sure to make them feel welcome and have an activity that will help them get to know others in the group.

°
Agree in advance on a decision-making method such as consensus.

°
Assign someone to be a timekeeper to help keep the meeting on track.

°
Develop a roster of participants.  Include name, address, phone (work & home) and e-mail address for each person.  Send it with the summary of the first meeting.  Keep it up to date and accurate.  Have a tentative roster of those invited to the initial meeting.

°
Even if regular times and places for meetings are decided, send out reminders.  Postcards make good reminders.  If you have an e-mail list that includes everyone that, too, can be used for reminders.

°
Plan the agenda realistically.  Avoid too many topics in too little time.

°
Review the agenda at the beginning of the meeting; ask for suggestions and agreement.  Remind participants of the ground rules at the beginning of each meeting and post them on the wall for everyone's reference.

°
Draw contributions from everyone.  The key to success is wholehearted participation by all.

°
Devote most of the time to major tasks and decisions.  Keep the group focused by using techniques that keep people involved individually, in small groups and with the whole group.  Avoid having people stay in small groups all the time.

°
Record and keep the progress and results of discussions and information visible.  Prepare the meeting summary from these notes, so everyone can see their input reflected.

°
Pin down points of view by questioning or restatement.  Make simple and to the point discussion summaries as you go along.

°
If someone brings up a subject or issue that leads away from the focus, ask the person to write it on a separate sheet of paper.  Designate a section of the wall for ideas and post it there.  Big sticky notes or half sheets of tablet paper and masking tape work well.  Before the end of the meeting come back to those ideas and deal with them. This might mean putting the item on the agenda for the next meeting, asking someone to do research for the group, etc.

°
Remember that you are in charge of the meeting.  Watch for people who dominate the meeting or drift into other subjects.  Remind the group that they have drifted from the agenda and bring the discussion back to focus.

°
Assign tasks, delegate responsibilities as the meeting progresses. See that the assignments are recorded for all to see and review all assignments at the close of the meeting.

°
Provide for closure. Record all decisions in a central place as they are made.  Review all decisions and actions taken at the end of the meeting as you bring closure and celebrate accomplishments.  Also point out differences yet to be resolved, future actions needed, task assignments and deadlines.

°
Whenever possible, set the time, date and place of the next meeting before leaving the current one.  Set a goal for the next meeting and evaluate the meeting you are bringing to a close.  Thank people for participate and compliment them on their accomplishments.

°
Distribute a written summary to participants.  Make this timely, soon after the meeting.

Managing Difficult Behaviors
Often, the catalyst for collaborative efforts is a volatile, emotionally charged situation.  The people you need to bring together to address and develop strategies to resolve the issues will have deeply held beliefs based in their personal values related to the situation.  This  frequently leads people to enter the process with firm -- or fixed -- ideas about what the solution should be.  Here are some things you can do to manage these potentially tense and difficult situations.

°
Use the GROUND RULES.  Most disruptive behaviors will be mentioned in the Ground Rules.  If the group developed these together and agreed on them the facilitator or any group member needs to invoke them when violated by a member of the group.  Be sure to review them at the start of each meeting so new attendees are included and everyone is reminded of them.

°
Recognize that the behavior is going to happen.  Do not try to suppress or deny the issue raised.  Try to work with the person to clarify and focus an issue statement that captures the point so you can move on.

°
Work with people outside the group to resolve problems or decide how to present them effectively in the group meeting.

°
Help the group focus on fact-based decisions and strategies so that the basis for moving forward is clear for all to see and understand.  Ask clarifying questions which help the group move dialogue beyond emotion and value-based language.

°
Avoid defensiveness.  Do not attack the other person.  If you are being attacked, avoid becoming defensive.  Defensiveness encourages attacks and sets up a vicious cycle.  It will deflect you and the group from dealing with the true issues.

°
Recognize that the behavior is goal oriented.

°
Acknowledge what's going on to the group and allow time for them to engage as partners in managing the situation. 

°
Manage/reject the behavior - not the person.  Stop wishing the person was different.  You cannot change the person, and it is not a good idea to try.

°
Formulate a plan in advance for interrupting the situation.  You can't change the other person's behavior, but you can change your own.  Practice your strategy in your mind.

°
Engage a core group member who has a relationship with the person as an ally in managing and minimizing the behavior.

Remember:

 
Acknowledge the person

Defuse the attack

Distance yourself - don't get drawn into the game

Be assertive, when needed

Communicate with “I” messages (not  “you” messages)

Using Good Communication Habits
°
Don't blame or name call - and don't allow anyone else to.  Antagonizing the other person only makes it harder for him or her to hear you.  Don't blame the other person for everything or begin the conversation with your opinion of what should be done.

°
Maintain an even, calm low/normal voice.

°
Avoid generalizations, be specific.

°
Use “I” statements. “I think you...” is not and “I” statement.  Describe behaviors. Change behaviors, not people.  Refrain from evaluating or judging people.  When we are evaluated or judged, it is a natural human tendency to defend ourselves.  

WHAT DO I DO…
…When the Issues Are Confused/Muddy/Complex?
“Go slow to go fast” is very sound advice when the group is facing ill-defined issues and  problem situations.  The most important thing you can do is make sure the group takes the time to work through to clarity before trying to move on decisions and strategies.  Often, the things that immediately come to mind for stakeholders are really more  symptoms  of the real problem than true problem statements.  Both Doyle and Strauss and VanGundy (see Reference list) offer a number of proven structured techniques for helping groups define the problem.  It will take a lot of time and people will likely get frustrated because of what they see as a lack of progress.  You can minimize these reactions by describing the whole process to the group and getting agreement on process before starting.  Help them understand that a lot of their time and resources can be wasted if this first step is shortchanged in any way.  You might end up solving the wrong problem!

Once the problem is defined to the satisfaction of the group, you may want to follow the framework offered in Fisher and Ury's book, “Getting to Yes.”  Encourage the group to identify the criteria for the optimum solution or strategy and then to generate solution/strategy options.  Try to do these two steps without evaluating or judging along the way.  Once you have consensus on criteria and numerous option, apply the criteria to the options that have been generated by the group.  Generally a good idea of the most effective and widely supported solutions and strategies will emerge in the process.

…When the Interests/Stakeholders are Ill-defined?
When the Interests/Stakeholders are not readily apparent the importance of the core group that initially convenes the collaborative process goes up a few notches. Don't even consider starting the process without engaging a few partners to think and plan with you. If you engage a core team that includes people who have different interests and perspectives on the forest, community, environment, etc. you can be sure you will get the broadest thinking possible. Together, you will have the networks and the collective wisdom to reach broadly in identifying representation for your collaboration.  Don't forget to balance representation between those who have local interests and perhaps live in the area affected and those who may live elsewhere but are interested and concerned about the current issue area. Invite state organizations and agencies. You may have participants travel to on-sight meetings for significant planning sessions and meet via phone conference for shorter sessions.

Use a snowball technique when you first discuss stakeholders with the core planning group.  Ask each one to name five people/organizations they think should be involved.  Each member of the core group should then call each of their five, explain the work you are doing as a core group and ask those individuals to name five people they think should be invited to participate.  One or two rounds of the snowball rolling should be enough to  make sure you are not missing a critical interest group.  Place all the names on the stakeholder matrix to be sure you do not have any holes in total representation.  

…When Someone Undermines the Group? 
Having ground rules in place will help you manage most specific behaviors and disruptive actions within an ongoing group.  Display, review and reinforce these in every meeting - and between!  The ground rules, when developed by the group, provide the basis for group member intervention if behaviors occur that are contrary to the health of the group in addressing its issues.  Intervention without promoting additional difficulty and controversy is very difficult without constant, focused attention to agreed upon group behavior guidelines.  So, your first line of defense and/or reference in dealing with the following circumstances is invoking and helping the group refocus on their ground rules.

Another thing to remember before intervening is that groups often “self-correct.”  Engage your core group in strategizing about to handle these issues.  Don't assume you are in this alone.  Others may already be planning to address an issue you have identified -- do it together.  Don't forget that you are not the only one invested in the health and success of the group.

Make sure your information is documented and complete - not rumor and inference.  Communicate with the total group or with the core group between meetings.  If the persons who appear to be doing the undermining are outside the group and can be identified, consider inviting them to a meeting and focus to having them clearly state their issues and concerns to the group.  Have a facilitated discussion about how their concerns can be dealt with in the overall process you have entered.  Develop strategies to address the situation. If they are within your group, confront the situation.  Do not meet one-on-one with them.  If you must meet between meetings, go with additional members of the group's leadership.  Try to clarify the problem and express it in a clear statement you all can agree on.  Discuss what the criteria for an optimum solution would be and generate some realistic options to consider.  Bring the options and criteria to the whole group for discussion at the earliest opportunity and seek resolution through dialogue. If the undermining of the group's work repeats itself, find others who may represent that same interest.

HOW DO I…
 …Make Sure Everyone Feels Heard and Valued?
Groups often struggle with getting balanced participation.  The answer to this challenge varies depending on what is happening in the group at any one time.  If you are generating ideas or prioritizing, do so in small groups of 2-3 and ask them to offer input for their small group.  Sometimes simply relying on written instead of verbal contributions will work.  Be sensitive to potential literacy problems, though, and keep variety in the overall work flow processes.  Another approach is to ask for one person at a time to respond/speak in succession.  Use idea generation and priority setting techniques based on interpersonal sharing and dialogue or prompting by written ideas, art, etc.

Move your position around the room or table so you or the facilitator can have direct eye contact with everyone in the course of a meeting or discussion.  Watch for body language or eye movement that indicates a quiet person is ready to speak.  Use a break to check in with individuals you feel you may not be hearing from.  Say something like, “Are you having enough opportunities to get your ideas shared with the group''?  Another approach is to paraphrase comments and check back with individuals to make sure you captured their idea accurately and completely.  

Sometimes people who are “extra verbal” are not aware of it. If you know them well, a little personal coaching might be acceptable - even welcome.  Another approach is to invite another participant to help as an ally in gently encouraging a more reticent or quiet group member to engage.  

…Protect Leaders from Attack?
Focusing on always putting forward a “united front” that includes leadership representative of varied aspects of the issue is one of the best ways to thwart attacks.  Create an environment where attackers cannot isolate individuals but in attacking the work of the group are also attacking those who represent their own views.  This is where the time you invested in the core group development process pays off.  Build as many messages of inclusivity as possible about the work of the group as early in the process as you can.  Try for ongoing consensus building and integration of messages and strategies.  This will make it difficult, hopefully impossible, for anyone to isolate individuals for attack.

…Manage Expectations/Failed Expectations?
Be sure to check in on expectations and update them often - not just when they are set and shared in the first meetings(s).  If the group continually has revised the expectations as their reality changes, there should be no surprises.  That approach will also create opportunities for new people joining the group to understand, ask questions for clarification and, with the group's agreement, add to the expectations and a living document.

When someone brings up that the expectations are/were not being met, toss the comment to the group as a whole for reflection and response.  It is everyone's responsibility to manage expectations - not the responsibility of one convener or facilitator.  At every opportunity, reinforce the knowledge that this work, and its strategies and direction, are owned by the group as a whole. Each person has responsibility for the effectiveness of the group's work.
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