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Section 1: Introduction
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Who Is This Book For?
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This book is for anyone working in an organisation of any size.

It is for those who manage or lead a team, physically or virtually, and want to leverage the team’s collective intelligence to solve problems or innovate. 

It is designed for those who wish to engage with external parties, such as customers or partners, to collaborate and co-create.

It is created to take a complete novice who has never run a workshop on an exciting journey to become an expert at designing and delivering workshops that achieve tangible outcomes.

The methodology and book are not aimed at someone outside the organisation who acts as an independent facilitator. Instead, it is aimed at people who have some context of their organisation, its people, purpose, and goals.

Although it covers in-person workshops, the example exercises have been designed to accommodate for those wishing to run online and hybrid workshops to support what is likely to become the norm in a post-pandemic workplace. 

This book has three primary desired outcomes.

Firstly, you will learn a methodology that will enable you to design workshops that move organisations forward, helping them innovate and solve the most complex problems. 

Secondly, you will learn about the skills required to facilitate during a workshop and how you can develop these through three levels starting with bronze moving to intermediate silver and then to a gold expert level.

Thirdly, you will learn practical tips and tricks gained from running hundreds of real-world workshops. These tips will help you avoid things that could throw you off track, enabling you to provide an excellent experience to those attending.

By the end of this book, you will be in a position to start designing and facilitating workshops that deliver transformational outcomes that move your team, organisation, and career forward.

How This Book Helps You to Achieve Business Outcomes

To understand this, let us reflect. Spend a couple of minutes understanding where you are currently. We will then consider where you will be after completing this book. 

Where are you with developing and running outcome-based workshops and meetings? 

Maybe you have been tasked with running a workshop but you’re unsure how to prepare or where to start. 

Perhaps you have Googled it and become overwhelmed with all the aspects you need to account for, which makes knowing where to start even more difficult.

Maybe you are unsure what activities to run to ensure everyone is engaged and the workshop achieves outcomes. 

Perhaps due to COVID, you have realised virtual or hybrid workshops will become the norm but don’t feel equipped to run these.

Maybe you are concerned that someone will become challenging, or that there will be conflict and you won’t be able to align people to reach a consensus. 

Maybe you are concerned that people will switch off, that you’ll get to the end but there won’t be progress or outcomes. 

Possibly, you assume that your workshops and meetings are great. If this is the case, my question for reflection is how do you know? Have you ever sought anonymous feedback that states they are productive and valuable? Can you define the outcomes from each of your meetings and workshops? 

People are polite, especially if you are more senior to them in an organisation and generally will not proactively offer feedback.

After reading this book, you will be able to: 

	plan effectively for your workshop using the POISED® methodology and feel confident that your meeting or workshop will run smoothly, whether in person, virtual, or hybrid

	better harness collective intelligence inside and outside your organisation to create and innovate more effectively

	leverage cognitive diversity to solve complex problems quickly and create better solutions. 

	enable everyone involved to understand the context, make democratic decisions, and ensure buy-in and commitment to move forward collectively 

	innovate and co-create more effectively, lifting people out of their day jobs and giving a shared sense of purpose to motivate people to work towards something much bigger and better 


You will also gain value from the hidden intangible benefits of effective workshops such as:

	improved employee engagement 

	creating a better sense of team

	attendees taking workshop tools into the workplace to enhance the organisation’s performance


Overview 

We will step through and dive into detail on the three phases used to create and deliver any workshop. 

In the first phase, preparation, we will cover some fundamental aspects and then use the POISED methodology to design the workshop. Preparation is vital. The more prepared you are, the easier your workshop will be from a facilitation standpoint and the more significant the outcomes.

POISED provides a framework that mitigates the majority of reasons workshops and meetings don’t deliver outcomes.

Many workshops and meetings fail as they lack a defined or understood purpose, so the P in POISED is all about being clear on the purpose, describing it clearly in one or two sentences, and also being clear on how this fits into the bigger picture.

Moving to the O in POISED, this is all about outcomes. What will attendees walk away having collectively achieved by the end of the workshop? Achieving the outcomes will deliver the purpose you defined in the previous step. For example, a specific outcome could be the creation of a 12-month prioritised action plan with agreed owners to execute changes.

The I in POISED is about identifying the questions that need to get collectively answered in the workshop. By answering these questions, you will achieve the workshop outcomes.

If you don’t have the right people to answer those questions, you won’t reach your outcomes. So, S in POISED is about identifying the stakeholders and attendees, those who can answer the identified questions, and those with the power and interest to help achieve the bigger picture goal that the workshop forms part of.

Next, E in POISED is for exercises. Today, many workshops and meetings often descend into long-winded discussions with only the most vocal participants. Exercises mitigate this and give everyone a voice, enabling you to efficiently pull on the skills, knowledge, and experience of those attending to collectively answer the questions.

The final step in the POISED methodology is D for creating a detailed plan. This will make your workshop robust and leave you feeling confident and relaxed to facilitate it.

In the second phase, we will explore facilitation, where you will learn about the skills required to run a workshop on the day. Again, I have broken this down into three levels, bronze, silver, and gold. These levels enable you to develop your workshop facilitation expertise in a structured manner.

The third phase is post-workshop activity. It is something most people forget about and often gives workshops a poor reputation. Why lose the energy and momentum you created in your workshop to have it come to nothing post-workshop? 

Some of the POISED Methodology steps are a little bit of which comes first, the chicken or the egg, and so you may have to run through this process iteratively. But it’s a failsafe approach to creating a great workshop!

Through POISED, you will gain the confidence and achieve more significant outcomes from your workshops and meetings.

Exercise 1 – Aspects of Workshop Facilitation

Let’s complete an activity to challenge assumptions about workshop facilitation.

Grab a piece of paper and list the critical aspects of preparing for, and facilitating, a workshop.

Once you have completed that, study Figure 1. You will see some of the above-water aspects that many people recognise. 

However, there are many “below the water” aspects and skills which are not as obvious. These will not only differentiate you as a facilitator but, more importantly, impact the outcomes you get. We will cover all of these things and more as we progress through the book.
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Figure 1 Consider above and below the water aspects of designing and facilitating workshops
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Section 2: Workshop Fundamentals
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In this section we will consider the different delivery mediums for workshops such as online, face to face and hybrid. We will then explore the toolkits needed to support each.
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Chapter 1


Workshop Medium Considerations And Workshop Toolkits



[image: image]


––––––––
[image: image]


Let’s start by considering the workshop medium, either online, face-to-face, or a combination of both forms called hybrid workshops

We will explore the pros and cons of each. You will then be in a position to select the most appropriate format. 

Alternatively, if you have no choice, for example if everyone is in different countries and it is not cost-effective to travel, you will be able to account for each workshop medium’s potential impact.

Additionally, in this chapter, you will learn about the types of tools required to deliver each workshop medium.

1 Workshop Medium Considerations

1.1  In-Person Workshops

Generally, in-person workshops enable more focus from attendees. There are fewer distractions in a closed physical workshop environment compared to a virtual one. As a result, evidence suggests that you will get at least 20% more ideas in an idea generation session and that those ideas will be more original. (Carrie Morris, 2021)

In-person workshops are also great for relationship building and team building and you can read body language better, which accounts for about 50% of communication. As a result, in-person workshops are less taxing, which means they can last longer. 

However, there is a cost to consider. For example, for a workshop we ran with about 10 attendees, we calculated that the travel costs would have been €15,000 and that travel would have generated 30 tons of CO2.

You also need to find a suitable space and ensure access to facilities, often challenging to secure.

Finally, you are likely to use analogue tools like post-its, which will usually mean that someone has to capture that info and write it up digitally for distribution or action afterwards, adding cost and delay.

1.2  Online Workshops

During COVID, there were positive, as well as negative, changes. 

For myself and my team at the time, we moved from only conducting face-to-face workshops to running hundreds of successful online workshops. They worked so well that we moved to online as our prime workshop delivery method.

Why was this?

Online workshops are usually more efficient because people don’t need to travel. 

You can also split a large workshop into a series of smaller ones. The advantages of this approach are that the time between workshops allows attendees to synthesise what was discovered or carry out some work before the next session. 

It is also possible to use asynchronous tools such as Microsoft Teams or Slack to build knowledge, context, or track and carry out key actions. We found this compelling and converted one-day workshops into a series of online workshops spread over days. 

Additionally, the breaks enable you to customise the workshop segments more effectively. For example, suppose you discover something suboptimal in the first workshop, you would then be able to adjust the following online workshop exercises to ensure an even better outcome.

For online workshops, you also don’t have to worry about logistics such as booking rooms or organising teas, coffees, lunches and so on.

They are also easier to create post-workshop output from as you use digital tools in exercises.

Many of the new digital tools typically also have spelling correction, so they are easier for people with dyslexia (approximately 15% of the population) than writing on a physical whiteboard, for example.

On the negative side, online workshops don’t work as well in creating team-building outcomes, for this it is better to get teams together for workshops and do something physically. 

Another potential risk of splitting one-day, face-to-face workshops into a series of online workshops is that attendees may not want, or be able, to enter into a defined sequence of workshops. 

As mentioned before, because you can’t see everyone, you can’t read body language as easily. In addition, there is a very slight delay in sound compared with face-to-face, which your brain has to make allowances for in knowing when you should speak. Speech quality is also slightly lower and, when combined, all these things make it harder to hold an online workshop for more than two-and-a-half or three hours maximum.

Where there is a poor online meeting or workshop culture, some people may not take online workshops as seriously as a face-to-face event. It is possible to mitigate this through pre-workshop exercises, laying out some expectations in the joining instructions, or contacting team members ahead of the workshop. We will cover all of these aspects as we go through the preparation phase of this book.

Where there are more than 10 people, online workshops are more challenging to facilitate, usually requiring the support of sub-facilitators and online breakout rooms.

Think back over your own experiences. What other pros and cons have you experienced with face-to-face and online workshops?

1.3  The Value of Blending In-Person and Online

I believe a blended approach is good for new teams that have to work together. For example, an initial in-person workshop could have the prime outcome of building relationships, and helping people understand the skills and value each person in that team brings. This first in-person workshop would be followed by remote workshops, which bring with them the speed, efficiency, and environmental benefits we have already discussed.

1.4  Hybrid Workshops 

Hybrid workshops are a simultaneous combination of in-person and online. 

These are helpful when relationship building is a key intended outcome and when some attendants can meet face-to-face, and some remotely.

If you have a situation where most people are remote, I would suggest getting the people in the office to join as if they were at home. To do this, they should be seated far apart to avoid hearing feedback from the person next to them coming through on the call with a delay. Alternatively, book a room for those in the office and ensure it has effective technology enabling good audio and video communication between the remote members and those in the room.

There are some cons to hybrid workshops. If you are starting your workshop journey, I would not suggest running a hybrid workshop if there is a choice. Hybrid workshops will need more careful planning and adequate resources in terms of technology to make them work. However, don’t panic if you don’t have a choice! 

A key consideration in a hybrid workshop is balance. Nobody should feel disadvantaged. To illustrate this point, let me share several examples in which I have witnessed imbalance. 

In one workshop where I was a face-to-face  attendee, I noticed remote attendees being forgotten about – everyone in the room continued happily without dialling in to the video bridge.

I have also witnessed situations where there were no check-ins with remote team members. How isolating would that have made them feel?

I have seen situations where remote members were trying to offer a point of view but were drowned out by the commotion and noise created by in-person attendees. In one case, I remember someone who got so frustrated at not being heard that when they did get to speak towards the end of the day, they unleased a tirade that could have gotten them suspended. 

Through careful design and facilitation, we will learn to mitigate issues in each type of workshop.

2 Workshop Toolkits for In-Person, Virtual, and Hybrid

2.1 In-Person Toolkit 

For in-person workshops, first grab a large bag or, even better, your suitcase. Assemble the following
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Figure 2 - Suggested toolkit for face-to-face workshops

Key technology includes a range of adaptors to connect to a screen. A clicker is a handy item, very often forgotten. Extension cables and travel plug adaptors if required. 

Audio visual includes a speaker for music to welcome people. It creates a buzz and makes them realise it won’t be a typical boring meeting. As an alternative to music, have some relevant or inspiring video clips playing on a loop. You can also use music when people leave or during the breaks. You may also want to carry a projector as a Plan B backup.

Digital assets typically include guiding assets for attendees, e.g. instruction slides for workshop exercises. In the D of POISED we will explore how to create these. Backup these digital assets to the cloud in case of computer issues.

Welcome packs with peoples names on them make things more personal, you can pop these in an envelope, they will include the workshop purpose, outcomes, and a high-level plan for the workshop. Combine with a Sharpie type pen and name stickers. Name stickers are great when a larger group doesn’t know each other, attendees can more easily engage with each other during breaks. 

Pens such as Sharpie type pens with a thicker nib are great as they are easier to read from a distance. Ballpoint pens are also useful for attendees to take notes. 

Notepads are useful for individual brainstorming and note-taking and avoid attendees multitasking were they to use electronic devices instead.

Sticky notes that are good quality mean they won’t end up on the floor by the end of the day, especially if someone opens a window! Use large-format sticky notes and markers in larger groups.

Sticky dots or stars can be used for voting to select topics, ideas, or solutions. 

Visual assets or objects that will inspire or support answering questions in the workshop can be posted on the walls. 

Etiquette/Ground Rules can be written up on a flipchart sheet or printed and stuck up on the wall. We will discuss in the detailed planning, step 6 in POISED.

Timers can act as a visual reference, I have a five-minute large egg timer that is sometimes helpful. You could also have digital timers on the main screen, which helps drive focus during exercises.

Priming gifts such as small bars of chocolate/sweets, can help motivate attendees to stay engaged. If your meeting lasts all day, maybe pop little gifts on chairs during breaks.

Decorative themes can help lift people out of their day job. You could have a workshop theme such as StarTrek® and carry that theme into the workshop exercises. e.g. a customer empathy map could be called a  “mind meld” exercise.

Flipcharts, thick marker pens and sticky tack will enable consolidated team outputs to be recorded and then placed on a wall for review by the wider team. Masking tape or non-marking tack can be used to suspend worksheets. If you run workshops regularly, there are also sticky whiteboards and whiteboards held by static that are better for the environment long term. 

White Paper Rolls can be used instead of flipcharts. Double it to protect surfaces underneath from marker bleed or use dry-wipe markers only.

TOP TIPS: 

Don’t assume that your venue will have any of the resources you need on the day. 

To avoid attendees using the wrong pens on a whiteboard, default to dry-wipe only markers; otherwise, you may need a plan B involving some solvent! It reminds me of a colleague who visited a customer’s site to run a workshop. He started writing ideas on the whiteboard, and when the customer looked shocked, he realised it was not a whiteboard but a very smooth, freshly painted wall!

2.2 Consider the Physical Space for In-Person Workshops

What aspects of the room do you need to consider?

Firstly there is the type of location, onsite versus offsite. Offsite rooms are excellent for lifting people out of their day jobs, great for one-day workshops.  

You also need to consider the physical location from a travel standpoint, such as how easy it will be to get to for those using public transport. To reduce stress even further, we will demonstrate how to add information to help people plan their travel in step 6 of POISED. 

If you have not had an opportunity to see the space, then get a picture of it, really understand the layout and facilities. Also, understand if there are any rules. For example, can you stick things on the wall or can furniture be moved?

Ensure you have somewhere to place your laptop. You will typically use slides to act as a guide for the workshop. I would not, however, have something as high as a lectern as that would serve as a visual barrier. You want to see your laptop screen with guiding assets without looking away from attendees – attendees will typically see these projected on a screen behind you.

With an onsite workshop, it can be a good idea to change the layout to something with which people are unfamiliar.

Furthermore, don’t assume a boardroom is a good workshop location. They are usually full of fixed or heavy furniture and hence prove inflexible.

Also, don’t assume the room will be free if you arrive early. When we cover the detailed planning, we will build a buffer before and after the space to be set up and cleared down.

Ensure you have proper confirmation that the room’s booked. It’s worth checking if there is any risk of double booking. Also, check if you have to electronically start the room when you arrive to confirm it is in use.

Whatever space you are using, try and make the event self-contained. Have you ever gone to get something, left the room you are in and gone to another room for the item, and then forgotten what it was that you wanted to get? This is an example of a scientifically proven theory called the “doorway effect”. People can forget information such as basic instructions when they walk out the door, so try and reduce the risk through self-containment. It is best to try and find a space that is large enough for all sub-team exercises to take place. 

If you have people up and moving for specific exercises, consider how they will move around the room. We will discuss room layouts in a few paragraphs. To illustrate this, I once ran a workshop with a theatre-style format initially for the morning. During the morning, there were demos around the perimeter of the room but it took attendees precious time to shuffle along the line to get to each demonstration. 

The layout may also need to be adapted if someone has accessibility needs, and you may need to make space for wheelchair access. 

You don’t want visual noise in the physical space, such as people’s luggage or a load of crumpled old sticky notes distracting people. So have a secure area for belongings and keep the room visually clean.

Suppose you have a budget and are doing a themed workshop. In that case, it may be worth having some props, e.g. for Star Trek, as discussed previously. You could buy lifesize cut-outs and have them representing different groups or exercises.

The layout does not need to be fixed for the day either. For example, during lunch, you could switch the layout in line with a new activity post-lunch. It will add intrigue and keep people engaged.

When you book a venue, you will be asked about the seating layout you require. The main physical seating formats are illustrated in Figure 3.
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Figure 3 Typical seating format options

The critical thing is that the seating should map to support





























































Chapter Summary and key learning

	Establishing the workshop medium will enable you to prepare the tools needed

	There are pros and cons of each of the three workshop medium. Don’t forget that a blended workshop is also possible and brings benefits

	Having plans Bs in place will reduce the stress of things that could potentially go wrong and throw you off track 

	Online collaboration tools are developing all the time, use one that attendees are familiar with. 

	Your office or collaboration suite may provide all the features you require for online and hybrid workshops

	Optimise your setup for online workshops, including having enough screen estate to see everyone and everything you need 

	Use a clear ruler to position your webcam for better eye contact. For hybrid workshops, it is critical to ensure nobody feels remote or disadvantaged. 

	Use visual cues like headshots and chat buddies to ensure nobody gets forgotten or neglected.
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