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Situations, Roadblocks, & Realities
Eastern Division RFL Summit 2011
 Facilitator Guide

Workshop Overview

Audience: 
· Event or Community Level Relay For Life volunteers and staff

· Relay For Life Staff and Managers

· Relay For Life Division Volunteers 

Objectives: 

· Articulate and acknowledge potential barriers we face

· Troubleshoot barriers and develop actionable solutions
· Determine our plan of action moving forward
Length of Session: 75 minutes

Materials List:

· Flipcharts
· Handouts (also included at back of Facilitators Guide)
· Markers (2-3 for each table)
· 3x3 Post It Notes (2-4 for each table)
· Five Flip Chart Pads placed around the room either on a table or on easels
Agenda:

· Welcome/Introductions



5 Minutes

· What are the barriers we face?


35 Minutes

· How do we overcome those barriers?

30 Minutes
· Wrap-Up/Call to Action




5 Minutes

Flip Charts
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	Agenda

· Welcome/Introductions

· What are the barriers we face?



· How do we overcome those barriers?

· Wrap-up/Call to Action
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	What is holding us back?
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	What are some issues we are facing?
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	(3-5 blank posted around room for activity in section 1)



Welcome/Introductions, Agenda Review & Objectives (5 minutes)
Welcome and Introductions:

· Facilitator’s introduce themselves and tell their Relay story.
· Allow participants to introduce themselves at their tables.

Setting the Context:

· As we all know with building Relay, things always sound great, but don’t always work out the way we planned.
· We know that situations will arise, roadblocks will present themselves, and reality will set in, making it all the more difficult to plan a successful Relay For Life.
· But all issues have solutions—sometimes we just need to take a different look to make things work.

By the time we are done with this session we will:
· Articulate and acknowledge potential barriers we face
· Troubleshoot barriers and develop actionable solutions
· Determine our plan of action moving forward
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	Agenda

· Welcome/Introductions

· What are the barriers we face?



· How do we overcome those barriers?


· Wrap-up/Call to Action



Say:

· Acknowledging our challenges is not always the easiest thing to do.  
· Although we as Relayers don’t like to focus on the negative, we have to understand the things that can hold us back from reaching our goal of saving more lives.  
· Addressing these challenges with help us with moving forward. 
What are the barriers we face? (35 Minutes)
Discussion (10 Minutes): 

· Let’s ask the obvious question: What are the issues we face in building more successful Relays?  In other words, if we could change one thing about Relay, what would it be?

· On the flipchart, add the following Eastern Division problems and review them:

· $0 teams

· Explaining $100 for a t-shirt

· Too many Relays too close together
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	What is holding us back?


Ask:

· Discuss the impact of not addressing that issue.   
Say:

· Thank you for being honest with your challenges.  Hopefully knowing that others have the same challenges as you experience is helpful.  
· Have people look at the “Overcoming Icebergs” worksheet
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Draw something like this – doesn’t need to be exact.
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· Every challenge is much deeper than what it may seem on the surface.  Think of an Iceberg….only a small percentage of an iceberg can be seen from the surface.  But if you are on a boat, it is the pieces you cannot see that can be the bigger danger to you.
· That being said, based on the challenges we just discussed…. let’s narrow (to 3 to 5 depending on size of groups) as a group which challenges (aka Icebergs) you’d like to understand better. (have the group do a show of hands/vote quickly on which items you flip charted)  Write these topics now on 3-5 flip charts around the room.    
· Please stand up and move to a bucket/challenge that you would like to dive into further – your own iceberg you want to tackle.
Activity: (25 Minutes)
· Have flip charts around the room. Write the 3-5 decided on topics/1 per flip chart:
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	3-5 blank charts posted around the room.


· Invite participants to go to one of the flip charts and the issue that they want to dig into further.  

· Once people are at each flip chart, please give them the following directions: 
STEP 1

· Take the challenge listed on the chart and examine that issue further, what is at the heart of it? For example:  
· What is causing the challenge?  What are the issues?  What emotions and personalities are coming into play?  Look at the iceberg and evaluate each level.
· Say: 

· What we want to accomplish through this is to explore the things below the water, which are at the heart of the problem.
· Please take a few minutes to brainstorm and write each of the deeper issues on a piece of post it paper and put it on your challenge flip chart. Keep asking yourselves “what else?”
· Think of anything that could be causing a particular challenge, even if it is not doing so at your Relay.
· Provide examples and make clear that participants understand what they are doing.  Walk around the room to make sure issues are appropriate for the exercise.
Facilitators Note:

· Allow 7-9 Minutes to allow the group to discuss their issue.  Once you feel that the group has spent enough time brainstorming, bring the group together and continue the exercise.
· Say: 
· Getting to the underlying issues within the issue may seem tedious, but baby steps are what get us down the road to solving problems.

· Now, let’s take a look at the issues we just put up on the chart.  Some of the items we brought up are things that we can fix – they are in our scope.  
· Other things are things that we maybe cannot influence or fix – they are out of our scope.  
· While it is important to focus on trying to find solutions to all aspects of the problem, focusing on the things we can influence can help us come to solutions faster.
· Again, provide examples and make sure the group understands the difference between what we can influence and what cannot be influenced.
Step 2

· Take a moment now to work with your group and discuss which of the deeper issues you have brainstormed are in your scope and which are out of scope. If they are out of scope, move the sticky off your flip chart. At the end you will have only those in scope items on your flip chart
· Give the group 3-5 minutes to discuss what is in scope and what is out of scope.  Once they have completed that evaluation, move on in the exercise.

Step 3

· Select just one of those “in scope” issues. 
· Ask the group: For those barriers that are on the page – those we can influence or solve– which does your group want to spend some time focusing on – the one that if  we addressed would have the most positive impact?
Facilitators Notes:

· Remind your group: The challenge is now narrowed to one barrier to overcome (make sure everyone understands that resolving a challenge may take addressing all the barriers – we are choosing one today for the sake of time).
· If the group is having issues understanding the exercise, feel free to walk through one example with them
· When it comes time to pick one challenge to address and troubleshoot for solutions, make sure that it is really an issue that can have big impact.  Don’t be afraid to guide their discussions to address that “elephant in the room”.

· As groups are going through these exercises, be sure to monitor the group discussions and push the groups to really examine why what they named really is a challenge and if it is something that can be overcome.  

Activity Wrap-Up (5 min)
· After the groups have all identified barriers and narrowed to one for their challenge ask: Do they feel like they’ve dug deeper into the challenge to reveal possible underlying reasons/barriers for the challenge?
· If yes – move on to the next activity

· If no – have them ask more probing questions to get them to that point of identifying underlying barriers.

· If only one group – work with them independently while the others move on.  Give instructions for moving on.

· Next – we are going to take the one barrier you narrowed to in your group and begin to identify potential solutions.

How can we overcome the barriers? (30 Minutes)
Say:

· Now it is time to focus less on the barriers that are out of scope and focus our energy on those things that we can control to start working toward solutions.
Facilitator note:

· Before going forward, remind participants that even though we’re addressing the issue that is “in scope”, the out of scope barriers do not go away. These also require attention – think of the iceberg… the captain of the ship must be aware of it and make a plan to work around it.                  
Activity: (10 Minutes)
· Each group has determined one underlying barrier that is within our scope to influence during the previous activity.

· Next, we are going to move onto what we as Relayers do best, solve the problems, and overcome the barriers.  

STEP 1:
· Ask your group the answer the following question:  

· What do we each think could be possible solutions to this barrier?
· Allow 10 Minutes to brainstorm potential solutions.  Encourage them to think outside of the box to think creatively. 
STEP 2: 
· When the group has solutions, ask them to narrow it down to the top 3 solutions they want to share with the group.

STEP 3: Discussion: (12 Minutes)
· Encourage everyone to turn to the challenges and solutions to capture each challenge and the possible solutions to each of the challenges.
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· Come back as a group to debrief.  
· Have each group briefly (The team leader in each group will serve as the group reporter) share:

· Their group’s challenge

· The one underlying reason/barrier that they chose to solve

· Their top three ideas/solutions to overcome the barrier. 

· If time and group size allow, during each group’s report back, encourage everyone to provide feedback, additional examples of possible solutions and share if they have a personal example, etc.
Activity Wrap Up: (3 Minutes)
· Ask the group:  
· Who in your individual groups came up with your solutions?  
· Was it just one person?  No, it was a group of you.  
· This is so important to remember because collaboration can bring out some amazing perspectives to help us get to our potential.
· These are great solutions and thank you for being so creative and out of the box with your thinking.  Raise your hand if you heard a solution to an issue that you had never thought of before.

· Solving the problem is only effective when you can truly understand the entire problem, the whole Iceberg, not just what you can see on the surface.  Don’t be afraid to ask questions to be sure that you understand so you can better overcome the challenge.

· Taking the time to brainstorm all possible solutions, not just acting on the first one that comes to mind, or the easiest solution, can save you in the long run.  Our time is precious and it is imperative that we overcome those things that can keep us from making the ask of others.  
Wrap-Up/Call to Action (5 Minutes)
Say:

· Today, we have talked about challenges we are facing.  We have analyzed the deeper issues with these challenges.  And we have brainstormed possible solutions to issues that are within our scope.
· But how do we take all this information back and apply it?
· The way we went about solving our problems is a great way to approach problems and challenges as they come up throughout the year.  When serious things happen, rather than choose the easiest or most apparent solution, spend time with your committees analyzing what is really at the root of the challenge, what are all the possible solutions, and then make decisions.
· We hope you enjoyed our little foray into problem-solving today.
Overcoming Icebergs
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