Prepared by Joe Sullivan, Unity Consulting, 2010


FIRST UNITARIAN UNIVERSALIST CHURCH OF AUSTIN
Bridge to the Future Process

~ Facilitator Guide ~

Materials:

· One copy of the workshop packet per participant

· One copy of the Step 2B Interview Sheet per participant (collected at the end)
· An extra copy of page 8 of the workshop packet for each group-of-4

· Either one flipchart pad and stand or three flipchart pages and a work surface for each small group of 3-5 people.

· Markers 

· A pen/pencil for each participant

· Tape to post flipcharts if they are not “Post-It” type pages

· A watch or clock that notes seconds

· A chalice and lighter 

· Kleenex

· A chime

Preparation:
· Get your workshop assignment(s) from the Bridge to the Future team.  The assignment should include the location/room and list of participants from which you will arrange the small groups.  

· Ideally a single facilitator will guide no more than about 16 people-18.  The workshop rooms would need to accommodate at least 4 small groups of four working independently but within earshot of the facilitator.  Pre-assigning participants to groups and giving them their group assignment along with workshop packet when they arrive can make the process go smoother.

· Study the Facilitator Guide

· Arrive early

· Have refreshments

· See that the room is set up.  

· In Exercise 1 -- Steps 1B & 1C, participants will work in pairs; in Step 1C in small groups of 4-6 (2 or 3 pairs), and in 1E in a group of approximately 8.  For Exercise 2 they will work in their small groups of 3-5.  Be sure that the room and seating is arranged such that the small groups are far enough apart to work independently while all being within clear earshot of the facilitator to hear her/his instructions.

· You will want to have about 4 flipchart pages and a few markers for each group of approximately 4 participants. Each group will need a work surface (table or flipcharts with easel, or wall with flat surface) for marking their flipcharts.

Objectives for the Workshop:

· Where do we come from?
  Participants will share personal stories of experiences they consider holy and peak experiences in their lives with First UU Austin.
· Who are we?  Our core values and our calling.  Surfacing and reflecting upon shared core values, participants will discern the unique differences First UU Austin is called to make at this time and place in history.
· Where are we going?  Participants will discover and describe energizing future possibilities that will inspire the vision for First UU Austin over the next 3-5 years.
· Mystery …  Through a process of Appreciative Inquiry participants will surface bold proposals and factors that infuse life and sustainability into mission and visions. 
Agenda

(~20-30 min. before)
Gather and Refreshments

0:00

Chalice Lighting & Opening Words
0:02
Overview – Today’s Objectives, Process, Guiding Principles (10 minutes)

0:12
Participants Move into Exercise 1 Groups (3 minutes)
0:15
Set-the-Tone – Guided Check-in Interviews: Convey a brief memory of the first time you came to First UU Austin. (5 minutes)
0:20

Exercise 1 -- Experience of the Holy



Step 1A: 
· Introduce & explain Experience of the Holy exercise (5 minutes)
· Quiet reflection on the Experience of the Holy prompt (5 minutes)
0:30
Step 1B: Experience of the Holy partner interviews (10 minutes)

0:40
Step 1C: Partners create list of three shared values (5 minutes)

0:45
Step 1D: Groups-of-4 share partner values and create a new list of three shared values (10 minutes)

0:55
Step 1E: Focus Groups-of-8 share two sets of values from the groups-of-4 and create a new list of three shared core values (10 minutes)

1:05
Stretch Break & Participants Move to Exercise 2 Groups (5 minutes)
1:10

Exercise 2 -- Discovering the Future



Step 2A:
· Introduce & explain Discovering the Future exercise (5 minutes)

· Quiet reflection on the Discovering the Future prompt (5 minutes)

1:20
Step 2B: Groups-of-4 conduct Discovering the Future interviews (20 minutes) 

1:40
Step 2C: Groups-of-4 create Possibility Statements (30 minutes)

2:10
Stretch Break -- Post Final Shared Values & Possibility Statements Flipcharts – All Groups Come Together (5 minutes)
In One Group
2:15
Bridge to the Future – Sharing and appreciating the future we are building.
(15 minutes or less depending upon the event size)
2:30
Wrap-up and Next Steps (5 minutes)

2:35

Closing Words
FACILITATOR SCRIPT

0:00
Opening Words (2 minutes)

The central task of the religious community is to unveil the bonds that bind each to all.  There is a connectedness, a relationship discovered amid the particulars of our own lives and the lives of others.  Once felt, it inspires us to act for justice.  

It is the church that assures us that we are not struggling for justice on our own, but as members of a larger community.  The religious community is essential, for alone our vision is too narrow to see all that must be seen, and our strength too limited to do all that must be done.  Together, our vision widens and our strength is renewed.

Rev. Mark Morrison-Reed

And from the Navajo Indians

Beauty is before me, and

Beauty behind me,

above me and below me hovers the beautiful.  

I am surrounded by it, I am immersed in it.  

In my youth, I am aware of it, and, in old age, I shall walk quietly the beautiful trail.  

In beauty it is begun.

In beauty it is ended.

0:02
Overview (10 minutes)

Objective: Prepare participants for the workshop by providing an overview of the exercises, deliverables, and process.

Script:

Welcome, and thank you for taking the time to be here and to contribute your voice to our Bridge to the Future process.

I’ll say more about Bridge to the Future and the purpose of today’s workshop in a moment, but first let me introduce myself (IF NEED BE). …  

I will serve as the facilitator for today’s workshop providing guidance on the process and exercises and keeping us on track timewise. 

[If a large group event, have other facilitators introduce themselves.]

[Invite the Board Observer to introduce her/himself.
I invite __________ , the Board Observer for today’s workshop to say a bit about her/his role and about Bridge to the Future.  

[Board Observer will say something similar to the following about Bridge to the Future and purpose of this workshop] 
[“When the church worked with Dr. Steinke in the Bridge builders Process, two of the most commonly mentioned areas that we as a congregation said that we wanted to address were values/mission/vision and governance. These Bridge to our Future sessions are intended to listen to your voice, your hopes and dreams for our church and to inform the articulation and of our values and mission that will then drive our governance."]
In today’s workshop you will identify core values and describe energizing future possibilities that will directly inspire the vision for the future of our church.

The process for this workshop is modeled on the concept of Appreciative Inquiry, which is an approach to organizational change that encourages people to discuss, learn from and build upon what is working, rather than problem-solving to fix what is not.  In the words of David Cooperrider, one of the creators of Appreciative Inquiry “a faith community is not a problem to be fixed but a mystery to be embraced.”  In today’s workshop, you will affirm what inspires and energizes you from peak experiences in your lives and particularly from experiences of First UU making differences in people’s lives, and you will work collaboratively in a process of discovery as you co-create a future for this congregation. 

Appreciative Inquiry is about “conversations that matter.”  Accordingly, the workshop process will encourage deep reflection, listening, inquiry and structured dialogue.  Through the workshop exercises we will envision possibilities for First UU Austin, grounded in shared values and inspired by the best of what exists today in our congregational life.

Take a moment to consider the Guiding Principles for our work on page 2 of your packet.  I call your attention especially to the principles under the Appreciative Inquiry process.  In your group work we will use a process of structured intentional dialogue rather than our normal, free form conversation style.  This may not feel natural, but I hope that you will find it an enjoyable and enriching change.

You will work collaboratively in three different groupings.  Mostly you will work in an assigned group-of-4, but you will also work in pairs and as a group-of-8 for one short exercise.

Let’s take a moment to review the agenda and materials in your workshop packet.  The workshop is approximately 2 ½ hours, and you can see from the agenda that it is very precisely and tightly timed.  We will be working quickly, which will hopefully keep us focused on what comes to us quickly and energizes, and keep us from over-analyzing or word-smithing.  Working quickly may help us tap into the power of unconscious wisdom that the author of Blink, Malcolm Gladwell, says we all possess.

Our two very short breaks will allow us to stretch but not afford time for phone calls. 

Even though the process steps for the two main exercises are described on pages 3 and 5, I will go over them with you as we begin each exercise.  There are sheets in your packet for recording your responses to the exercise prompts and questions (pages 4 and 6), and page 8 for taking notes on your groups dialogue on Exercise 2 – Step C.

During two steps of our work you will interview a partner or another person in your group.  The last page of your packet provides tips for interviewers and interviewees.

Before we start, does everyone have a pen or pencil?

0:12
Participants Move into Workshop Groups (3 minutes)

Having explained in the Overview that people will work in small groups of approximately 4 and combined groups of approximately 8 (for Exercise 1D), take a moment to get participants settled into their small groups and have them identify partners for Exercise 1 – Steps 1B & 1C.  

Script:

OK – let’s get started!  

You should each have your small group assignment.  Please now quickly be sure that you are seated with your group and have identified a partner.

0:15
Set-the-Tone – Guided Check-in Interviews  (5 minutes)

Objective: to introduce participants to the intentional dialogue process that will be used for the workshop.

Process Steps:

1. Partners interview one another about a memory of the first time you came to First UU Austin (2 minutes -- 1 minute each)

2. Form groups-of-4 and each person has 30 seconds or less to convey the essence (one highlight) of their partner’s memory (2 minutes)
Script:

This is a very quick warm-up exercise to give us a feel for the intentional process that we will use throughout the workshop.  

In a moment you and your partner will share with one another a brief memory of the first time you came to First UU Austin.  

In the first step of the process each of you will have one minute to share your memory with your partner.  

When person “A” is sharing, the role of person “B” is to listen deeply.  This is not a normal conversation.

I will let you know when there are approximately 20 seconds remaining and when the minutes is up and it’s time for you and your partner to switch roles, with person “B” sharing their memory and person “A” listening deeply.

For the second and last step, in your group-of-4, each person will have 30 seconds to convey one highlight of their partner’s memory to the group.

The role of the others in the group is to listen deeply.  Again, this is not a conversation.

OK – partners get together and Person “A” go ahead and share your brief memory. 

(NOTE: If you have an odd # of participants, there will be one trio doing the story-sharing, first part of the exercise.  In this case each of the three will have only 40 seconds to share their memory with the two other listeners.  And, the second step will be a group-of-5.)
0:20
Exercise 1 -- Experience of the Holy
Objective: From personal stories of a peak life experience, surface and explore share core values – transcendent, timeless qualities that we want to carry forward into the future of our religious community.

Product: Sets of three shared core values on flipchart pages from each focus group of approximately 8 participants.
Process Steps:

0:20 – Step 1A -- Following facilitator’s explanation of Experience of the Holy exercise (5 minutes for process explanation), participant’s quietly reflect on the Experience of the Holy prompt on page 4 of their packet (5 minutes of quiet reflection);

0:30 – Step 1B -- Partner interviews (10 minutes; 5 minutes for each interview);

0:40 – Step 1C -- Partners create list of three shared values from their Experience of the Holy stories (5 minutes)

0:45 – Step 1D -- In Groups-of-4 partners share their 3 values and essence of their stories and the group creates a new list of 3 shared values (10 minutes);

0:55 – Step 1E -- Two Groups-of-4 share their 3 values and create a new list of three shared values (10 minutes);  This last step yields the final product of three shared core values that will be collected by the facilitator.
Script:

I invite you to turn to the bottom of page 3 and page 4 of your packet for our first exercise.

Personal experience is absolutely at the center of our faith tradition.  I was first introduced to this exercise with a quote from Emerson’s first published essay.  Emerson asks “Why should not we have an original relation with the universe?”  Emerson is pointing to what we could call the experience of the holy – an experience that is universal.  Contemplating experiences of the holy brings up concepts and words like “union, merger, awe, freedom, a sense of letting go of one’s particular identity in order to experience the unity or deep connectedness that some call God. 

In a moment I will invite you into quiet contemplation of an experience in your life that offered a glimpse of the holy – a moment of spiritual insight that you might describe as holy.  Some experiences happen in church.  Many happen elsewhere. 

 [Offer your own VERY BRIEF example of a personal experience you would describe as holy.]

In this exercise I will ask you to reflect for a moment on your own, share your reflections with a partner, then join the others in your group to work toward deeper understanding and consensus.  This sharing is a form of intentional dialogue in which you will practice the art of deep listening that we just practiced in the warm-up, and speaking for oneself and from the heart.  

On page 4 in your packet is a worksheet for this exercise. I will briefly review how the exercise will work, and then go over directions again at the beginning of each step.  It is a 5-step process in which you will expand the circle of understanding and consensus as we progress through the exercise.

In a moment I will invite you into quiet reflection on an experience of the Holy in your life.  You may wish to jot down a few notes as you will soon be asked to share that experience with a partner.  This is Step 1A on your agenda.

In Step 1B  you will share your story with a partner and listen to your partner’s story.

Afterward, in Step 1C, you and your partner will have a few minutes to explore one another’s stories and create a short list of values you see embedded in your stories.  You will attempt to choose just three values (single words preferably or short phrases) that connect both of your stories and that both of you would want to take forward into the future of your congregational life.

Then, in Step 1D, two partner pairs – a group-of-4 -- will have two sets of values connected to four experiences of the holy.  An agreed spokesperson from each pair will take a minute to share their three values and how these values emerged from their own and their partner’s experiences of the holy.  Then the group-of-4 will have about another 7-8 minutes to explore insights and commonalities and arrive at consensus on three shared core values that emerge from the personal experiences at your table.  You will write your three values on a flipchart page.
Lastly, in the final Step 1E, two groups-of-4 or 8 people will now have two sets of values connected to eight experiences.  Again, a chosen spokesperson for each group-of-4 will take one minute to share their group’s three values and briefly how these values connected to the personal experiences of those in the group.  Then, you will have 7-8 minutes to explore insights and commonalities to arrive at a final set of three shared core values.  A scribe from among the group will write these on another flipchart page on which you will put your group number.  This is the final product from this exercise. 

Now, when you are working in groups-of-4 and -8 in the last two steps, I will invite you to use an intentional dialogue process rather than normal conversation style to explore insights and commonalities, and to reach consensus.  In the dialogue process people will speak one at a time in turns, relating their impressions inspired by the stories and values.  As the dialogue moves around the circle a second or maybe even a third time, you will build upon one another’s insights to discover new meaning and reach consensus.  Of course, a person may choose to say “I have nothing new to add” or “I feel the same as ______.“ 

Got it?  I will remind you of the process again, as we go through each of the steps.    

[READ SLOWLY & CLEARLY]
Now, I invite you to sit comfortably for a time of quiet reflection.  Close your eyes if that helps you to bring up images from your life.  

I invite you to reflect on an experience of the Holy in your life -- A time when you felt connected to something larger than yourself, a time when you felt your heart and mind expand?  

When did your story happen?  

Who was there?  

What happened?  

What made this experience holy for you?  

You may wish to jot down a few notes in the top section of page 4, as you will soon be asked to share that experience with a partner.  You have 5 minutes to reflect and make notes.  I will let you know when there are 2 minutes and 1 minute remaining.

1:05
Stretch Break & Participants Move to Exercise 2 Groups (5 minutes)
(The Exercise 2 Groups will be the groups-of-4 they were in for Exercise 1 – Step 1D.  HANDOUT THE STEP 2B – PERSONAL VISION INTERVIEW SHEETS)

1:10
Exercise 2 -- Discovering the Future

Objective: From personal stories of peak moments when First UU Austin was making differences in peoples’ lives, participants will surface bold and energizing future possibilities that will inform the congregation’s mission and vision. 

Product: From Step 2C, sets of up to three possibility statements and associated factors on flipchart pages from each small group of approximately 4 participants.  The Step 2B Personal Vision Interview Sheets will also be collected.  

Process Steps:
1:10 – Step 2A -- Following faciltiator’s explanation of Discovering the Future exercise (5 minutes for process explanation), participant’s quietly reflect on a peak moment when they experienced or witnessed First UU Austin making a difference in people’s lives (5 minutes for quiet reflection);

1:20 – Step 2B -- Group-of-4 interviews (20 minutes; 5 minutes for each interview)

· Participants will take turns around the group-of-4 to interview one another in response to the Personal Visions prompts and questions on page 6 of the workshop packet. 

· While one person serves as interviewee, another serves as interviewer, another as note-taker recording the essence of the interview on the interview sheet that the facilitator will provide, and the fourth person listens. The facilitator will collect these Personal Vision Interview Sheets at the end of the exercise. 
· Facilitator will keep time and signal when there are two minutes and one minute remaining in each 5-minute interview, and then when time is up, instructing participants to switch roles until all four interviews are complete. 

1:40 – Step 2C -- Groups-of-4 create Possibility Statements – a collective response to the prompts and questions on page 7 of the workshop packet (30 minutes)

· Facilitator takes one minute to remind the group of the exercise objective and product (no more than three possibility statements or images and associated factors), and of the intentional dialogue process they will use.

· Having heard each individual’s story of First UU Austin making a difference in people’s lives, the group will use an intentional dialogue process to explore commonalities and images from the stories that inspires their collective response to the group vision prompt and questions on page 7 of the workshop packet.

· A note-taker is appointed to make keep notes of the possibility statements as they begin to emerge from the group.  The note-taker can use the page 8 in the workshop packet or ask the facilitator for an extra copy of page 8.

· Facilitator keeps time and signals when there are 15, 10, five and one minute remaining.

· When there are 10 minutes remaining, the note-taker summarizes the possibilities that have emerged, and the group proceeds in their intentional dialogue to select no more than three possibility statements and associated factors.  
· A scribe then writes or sketches these possibilities and associated factors on a flipchart sheet, and put the groups ID number on the sheet.  This flipchart sheet is the final product of Exercise 2, and is collected at the end by the facilitator.
· Perfect wording is NOT an objective.  Recording the essence of the future possibilities in short phrases, or even in drawing, is quite fine.

· A spokesperson is selected who will have up to a minute to share the group’s shared values & possibility statements with the other groups in the next step.
Script:    

OK – great work!  I hope that through the Experience of the Holy exercise you learned something new and deeply meaningful about one another, and that you got a feel for the grace and power of dialogue in which we are invited to truly listen and speak from the heart.

Now, we will get a chance to use this technique and skill again this time to explore what is best in our church community as a means to surface energizing and bold future possibilities for First UU Austin.

The objective of this Discovering the Future exercise is to again explore personal stories, this time of peak moments when First UU Austin was making differences in peoples’ lives.  From these stories, in your groups-of-4, you will surface a set of up to three possibility statements and associated factors that represent your collective vision of differences First Austin will make in people’s lives. 

Page 5 in your packet summarizes the process and offers the prompts and questions for this exercise.  I will read through the process with you now and will briefly review the process again as we begin each of the steps.

{REVIEW THE EXERCISE 2 PROCESS STEPS]

For Step 2C we will again use the intentional dialogue process as we did Exercise 1.  This time, after we’ve completed the interviews in Step 2B, we will take a moment of quiet reflection (about 2 minutes) on the individual stories, followed by a dialogue in which people speak one at a time in turns, relating impressions of future possibilities inspired by the stories.  As the dialogue moves around the circle a second or third time, participants build upon one another’s expressions of future possibility.

OK? 

Now, I invite you to sit comfortably for a time of quiet reflection.  Close your eyes if that helps you to bring up images from your life.  

[READ SLOWLY AND CLEARLY]
Bring to mind a peak moment when you experienced First UU Austin making a difference, a time when you felt particularly alive, involved, connected and engaged, a time when you felt affirmed in your decision to participate in this community.  It could be a difference the church made to you, to your family, to another member, to the local community, or it could be a more global difference the church made to the wider world. 

What happened and how? 

When and where the experience occurred?

Who was involved?

What factors in you, in others, and in First UU Austin made this experience possible?  

DON’T FRET OVER TRYING TO THINK OF THE BEST OR “JUST RIGHT” PEAK EXPERIENCE!  Describe whatever experience comes first to mind.  

You may use the space on page 6 of your packet to make notes on your reflection.

And, then, imagine five years have passed and envisioning that the factors that made your peak experience possible are fully alive in First UU Austin, what wish or wishes (your personal visions) for this church have come true? 

Record your wish or wishes on the bottom of page 6.

You will have five minutes to reflect on these questions, and I will let you know when there are two minutes and one minute remaining.

2:10
Stretch Break & all participants move back together into a single group.  The spokesperson for each group posts the Shared Values and Possibility Statements on the wall.   (5 minutes)

2:15
Bridge to the Future

Objective: Sharing and appreciating the future we are building.

Process Steps:

2:15 – Facilitator(s) see that group spokespersons are ready near their posted flipcharts to make their brief reports. 

A spokesperson for each small group reports out Shared Values (final Exercise 1 product) and Possibility Statements (final Exercise 2 products).  Each spokesperson will have up to one minute to report out.  If there are more than 10 groups, either facilitator asks the group if the workshop can be extended a few minutes to hear from all, or invites report out from only some of the groups.  (up to 10 minutes for reporting out)

2:25 – Take a moment to reflect upon and appreciate the bridge to the future that is coming into view through these shared values and future possibilities.  Then time-allowing, invite one to three brief testimonial reflections on participant’s discoveries of new meaning and possibility through the process of the workshop.  (up to 5 minutes for testimonials)

Script:
Let’s take a moment to appreciate the future we are revealing and building.

I invite the spokesperson for the groups to very briefly – in a minute or less – tell us the Possibility Statements that came from your group and the Shared Core Values that came from your group in Exercise 1.

Who will go first?

[Allow for all groups to share OR after 10 minutes, whichever comes first]
On behalf of our church and its leadership, I thank you all for these contributions to shaping our future.

2:30
Wrap-up and Next Steps  (5 minutes)

Objective: Offer appreciation for participant’s time and contributions, and briefly convey the process and timeline for how the products of these Bridge to the Future workshops will be used to articulate core values, mission and ends for First UU Church. 

Script:

[Board Observer will thank the group and offer words on how and when products of the workshop will be used Bridge to the Future process. 
[“When the church worked with Dr. Steinke in the Bridge builders Process, two of the most commonly mentioned areas that we as a congregation said that we wanted to address were values/mission/vision and governance. These Bridge to our Future sessions are intended to listen to your voice, your hopes and dreams for our church and to inform the articulation and of our values and mission that will then drive our governance."]
2:35
Closing Words
May we be reminded here of our highest aspirations, and inspired to bring gifts of love and service to the altar of humanity.

May we know once again that we are not isolated beings but connected, in mystery and miracle, to the universe, to this community and to each other.

Anonymous
About the Appreciative Inquiry Process
This workshop is modeled on the concept of Appreciative Inquiry (AI) created by David L. Cooperrider and others.  AI is an approach to organizational change that encourages people to discuss, learn from and build upon what is working, rather than problem-solving to fix what is not.  In Cooperrider’s words, “a faith community is not a problem to be fixed but a mystery to be embraced.”  Participants will affirm what inspires and energizes them from experiences in their lives and particularly of First UU making differences in lives, and will work collaboratively in a process of discovery to co-create a future for this congregation.

AI works from certain assumptions:

· In every organization, some things work well.

· What we focus on becomes our reality.

· Asking questions influences the group.

· People have more confidence in the journey to the future (the unknown) when they carry forward parts of the past (the known). 

· If we carry parts of the past into the future, they should be what is best about the past.

· It is important to value differences.

· The language we use creates reality.

· Outcomes should be useful.

· All steps are collaborative.
In the words of Whitney and Trosten-Bloom in The Power of Appreciative Inquiry – A Practical Guide to Positive Change, AI is about “conversations that matter.”   Accordingly the workshop process will encourage deep reflection, listening, inquiry and dialogue.

One commonly used description of the steps of in AI is the “5D Cycle”: Define, Discovery, Dream, Design and Destiny.







This workshop will proceed from the Define step – the positive topic of Bridge to the Future – through the Discovery and Dream steps to envision possibilities for First UU Austin, grounded in shared values and inspired by the best of what exists today in your congregational life.  Your congregational leadership will complete the Design and Destiny steps.  Moving from the Dream to Design stage involves crafting the final mission and vision from the outputs from this workshop and then developing the plans to achieve them.  The work of the Destiny stage is realized through the governance and organizational structures, practices and policies to help implement, monitor and sustain the plan.
Design


What should be – the ideal?


Co-constructing











Positive Core





Destiny


What will be?


Sustaining





Define


The topic.





Dream


What might be?


Envisioning








Discovery


The best of what is.


Appreciating
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