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From the Editor

l'tds Aut umn!
are getting ready for the
penultimate issue of 2011.
Honestly, where does the
time go?

It is around this time of
year that the new UKASFP
committee start their round
of meetings designed to
keep the Association
running. Andrew Callcott,
Chair and the gang have
had their first Committee
meeting early in
September. You can look
forward to reading all about
that on the brand new and
improved UKSAFP website

http://www.ukasfp.co.uk/

In response to my routine
cry for publishable
material, members of the
Association have stepped
up to the plate with stacks
of good stuff! | am, every
day, reminded of the
bountiful talent within our
Association, and some of
that talent is contained

avithim the pagesvat this
edition of Solution News.

We have a terrific article
about using solution
focused approaches to
support teams by Carole
Waskett. Carole has fused
her own experiences with
what is in the literature
achieving an end result
that is interesting and very
useful indeed! | found
myself frequently saying
Awel I 1 di
whilst | was reading her
article.

dn ¢

Paul Hackett has written in
with a very clever exercise
one might try with parents

of teenagers.
some pointers about how
parents might write an
owner 6s manual
child so that other people
know how to work the
contraption that is a
teenager. And you must

| ook at the
of himself with his
teenager-in-waiting.
Awwwww, | hear you say.

pF
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Editing of articles in this
issue - Vicky Bliss.

The opinions presented in
Solution News are those of
the relevant authors and do
not represent the views of
the UKASFP.

UKASFP membership is only
£35 per annum. To join, visit
www.ukasfp.co.uk

Copyright to the articles
published in Solution News
is vested in the relevant
author(s) whose permission
should be sought before
reproducing their article
elsewhere. A copy may be
made for your personal
reference.

If you would like to contact
any author the editor will
forward your request.

Design and layout ©2011
United Kingdom Association
for Solution Focused
Practice. All rights reserved.
Solution News may be
distributed freely in its
entirety.

Layout by http://neilboyd.me/

Please tell others about us!


http://www.ukasfp.co.uk/
http://www.ukasfp.co.uk/
http://neilboyd.me/
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We have another guestion in this edition to
wonderful article from squeak a few more views
Lindsey Hampson from the Association
describing her work because | know the views
alongside a child who is a are out there, | just need
0f useatyer 6. Li ndanewtdgstthem in here.

style of co-constructing this
case study makes for
interesting and pleasant
reading. The solutions
thought up by the child

Apart from that we have

our usual bits and pieces of
upcoming events and such
like that you will want to get

involved speak to the hold of.

problem-solving talent that And may | extend another

is within all of us, even hearty thank you to Neil

when we dondot s @&®&d, Artist ahd GrdpHic

away. Layout King, who has |
| 6ve also done Zgnadq @I?%dltlon look so ‘
review of a workbook spectacuiar: |
written by Lindsey Now stop this silliness and y |
Hampson and another of get readingé |
the children with whom she

works. (Honestly, wedod be

nothing without these
expert clients would we?!)
This is a lovely book to
help people through
phobias and fears that |
would highly recommend.

What else? What else?
What else?

We have a new feature
called Solution Newbs by
Jen Unwin. Jen thought of ;
a version of the Celebrity '
Interview done exclusively UKASFP Lan
for this newsletter by
Carole Wascott in previous

issues. Jen has taken on Support your UKASFP!
the role of interviewing

6newbiesd to sol ut |
focused work, and this Only £2.50!
issues sees an interesting

interview with David Burke.

rds

éf or your identifi

Send cheque (sorry about that) to:

Vicky Bliss, Clarks Cottage, Union Lane,

We also_ ha"? our fegture Pilling, Lancs PR3 6SS
of Solution Views, with a
few comments and Include your postal address

observations from readers. and 1611 et o
Keep these coming in 9
fol ks. I 6ve put a 11 L1 e pIrUmpL
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Dates for the Diary

UK
ASFp Annua| AGM and Con eren

ED’NBURGH
14-15 June 2015

The SOLWorld conference 2012

OXFORD
61 8 September 2012

email Paul Z Jackson at paul@thesolutionsfocus.co.uk

Get it in your diaries.

It's a great opportunity for UK people to join in more easily.

7 | ; SF Trainers Conference

RT, GERMANY

BAD SODEN NR FRANKFU
28-29 October 2011

ft. For SF trainers from all fields - therapy,

3
: A few places le .
education etc. Organised by SFCT.

Details at httQ://www.asfct.org/trainer.ghg

| i ion Focused
The Editor of the Solution .
John Wheeler, is

Research rnational editorial

tting together an inte
Ft;l(iardgto work on this UKASFP-sponsored

publication. You can find details of the
current members at
www.sfrr.co.uk/board.html
[ [ ch
butions, including pieces of rgsear
Faeel esearch fits with

: r

and reviews of how |
: elcome to John!

practice are most W The date has been set for our annual

’r/‘—/ Study Day 4th May 2012

| NEWCASTLE upon TYNE[ Five
a0 workshops already in place. Still
PSS, W e b S R Spaces for other people in the region

to share their experiences of using SF

coaching,

TETY

N
ews from BRIEF THERAPY NORTH EAST'

Our AGM will be held on Tuesday

11th October 2011
for details. - See www.bine.org

Yvonne Dolan js delivering a two

day workshop on 28 + 29
Nov i
NEWCASTLE UPON TYNE. s



mailto:paul@thesolutionsfocus.co.uk
http://www.asfct.org/trainer.php
http://www.sfrr.co.uk/board.html
http://www.btne.org/
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Team-building Days
Carole Waskett

The beginningté

The twelve team members belong to an NHS
Trust in the north of England and are about to
start their team away day. They sit round the
four tables with blocks of sunshine falling
through the big windows. One or two seem a
little nervous or withdrawn, though most are
chatting and laughing as they sip their coffee.
I've talked to their manager and team leader,
and most of the participants have answered
‘The Question' by email, so | have some idea of
what they're hoping for.

This is a clinical team who've been through
hard times in the last eighteen months. There
have been two major office moves. One of
themwasa6-mo nt h s 6 whilgptleey wahed
for the new place to be ready. Prior to the
second move, a much-liked team member got

With 20 years of counselling
behind her, and five more
years of NHS work in
Learning & Development,
Carole Waskett now runs
her freelance practice,
Northwest Solutions,
teaching clinical supervision
skills, working with teams,
doing mediation, and
various related activities.
She was a founder member
and sometimes committee
member for UKASFP, and a
solution focused approach
underpins everything she
does. Carole lives
peacefully with her son, a
website designer, in
Manchester UK. Away from
work, she belongs to a local
group supporting refugees
and asylum seekers, goes
to the gym, reads, writes,
listens to jazz, and helps her
garden grow.

involved in some shady dealings with a client
and went through a tribunal before being sacked. Some of the
team knew what it was all about, but a blanket ban on
discussing the matter descended from above, which created
gossip and resentment.

As they were getting settled in the second new office, two of
the more experienced team members became pregnant and
eventually left. One was their team leader. A clerical assistant
followed when her husband became seriously ill, and hasn't
been replaced. And all the way through, there was pressure
from the top; targets increased, reorganisation threatened
(again), finances tightened. The new office is the best the
organisation can manage, but is still too small, and they
haven't had time to find places for all their equipment yet.

But some wise senior manager has decided they need
facilitated time together away from the office, and here we are
for a team day in a community facility, a lovely old room with
big windows looking onto the sloping lawns, where the early
autumn sunshine streams down through the beech trees. It's
almost shockingly different from the hectic clinics and wards in
which these people usually work.

The flip chart is up at the side of the room. On the tables are
small colourful training toys, and already one or two people
are beginning to twist coloured pipe cleaners in their fingers.
As | stand up to welcome them and start to talk, | invite them
to play and fiddle as much as they like. I notice tiny signs of
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relaxation as | suggest that we won't be digging up the past.

This team has somehow survived lots of recent difficulties, |

know, and surviving must mean they have strengths and

resources as a team and as individuals. There will be time to

talk about whatever they like, but the focus of the day will be

the future. Our job today is to recognise the good qualities of

this team, and work out how they want to use them to move
forward. Today will be about enj
aswell as finishing wi t h an action plan. S

This is a fairly typical start to a team away day. For me as a
facilitator, this is always a moment for looking forward with
hope, excitement and sometimes apprehension. My mind is
full of questions. Who are these people, what are their
gualities, what do they want from this day and how do they
see their team moving forward? Can | provide enough
opportunities for them to relax and do what they need to do to
make the event a success? Can their manager's worries and
reservations about the 'barriers' to this team's co-operation be
resolved?

While we work within the cocoon of the team, we are also
aware of the larger organisational system around us, with its
powerful influences on the way this team does its job. How
can the team create an even better ‘fit' with its wider system?
And finally, what wonderful things may come of the day and
the people here? We have to start, and see. As ever, I'm
relying on the solution focused approach (SFA) to see us
through.

There is a vast theoretical literature about team building.
Activities include corporate entertainment, fun and testing
sessions, analytic processes using complex diagnostic tools,
specially developed games, and weekends away. All are used
to greater or lesser effect.

| base my work on a solution focused approach. Meier (2005)
offers an excellent full description of the steps involved in this.
The model is winning an increasingly reliable reputation for
getting the team on board, fostering and interweaving
beneficial relationships both within the team and in the wider
system, and paying attention to the future so that as well as
enjoying the event today, things really do change and
progress tomorrow.

SFA alone is used as a highly effective model, but every
facilitator with a fascination for their work will always be
casting about for additional useful ideas. While | always use
an SFA framework, | have also found inspiration from, for
example, accelerated learning (Meier, 2000; Hare & Reynolds,
2005) and the creativity of Paul Z Jackson (2001), as well as
the crucial large body of academic evidence from research
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about teams. Whatever practical approach to team working
one takes, this strong body of research cannot be ignored.

Good teams have specific structural characteristics, and highly
effective teams have certain arrangements and behaviours
which predict their success. We know this because of the
large and growing body of co-ordinated, rigorous
organisational research, much of which is undertaken by
academic groups and researchers headed by West,
Markiewicz and others in three UK Universities. (e.g. West &
Markiewicz, 2004; West, 2004). Whatever the preferred
method and process of working with a team, it would surely be
foolish to ignore this evidence. It gives us specific knowledge
and practical recommendations about how to maximise a
team's effectiveness, both in the setting up of the team and in
its on-going treatment and management.

Normally the external facilitator of a team session or away day
will have had no influence on the prior construction of the
team, but it may still be possible to use some of the evidence
to help improve things. For example, effective teams usually
have a team leader (West, 2004, p49). | mentioned this to a
group of nurses who had no leader, a completely flat hierarchy
and much interpersonal conflict and other problems. The
nurses themselves then came up with the idea to appoint a
'shift leader' on a rotating basis. No extra funding was
required, and because each nurse would eventually take a
turn at being leader, everyone behaved fairly. This small
change made a big difference, reduced conflict and enabled
more efficient working.

From this research, we know that such simple basic
recommendations as the following will support the team's
effectiveness (West, 2004; West & Markiewicz, 2004; West et
al., 2004)

1 Making sure the team has clear objectives which they
understand and agree with;

1 Giving the team sufficient resources and authority to
meet their objectives;

1 Ensuring there is a manager who has the resources to
lead, manage and coach;

1 Ensuring a team leader for at least each 15 team
members;

1 Enabling all members to work interdependently;

9 Building in regular meeting times for the team to
discuss their functioning and their progress towards their
objectives.
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We hope something resembling this structure is in place as we
prepare to meet the team we are to work with, though this is
by no means certain. If appropriate, some analysis of the team
in question, prior to the event, can be assessed by using the
Aston Team Performance Inventory (2010), an evidence-
based tool. While not essential, it clarifies how this team
compares with others and how they match up to the research
findings in different parameters. Teams often find this helpful
and it fits very well with the SFA.

The facilitator's task is to focus, to offer structure and clarity

and to enable team members to work together in an

appreciative atmosphere. It is important to understand

what the commissioner and the team want to achieve

from the event, so an initial discussion with
representatives prior to the session is essential. At the
end of this meeting and before the event, it is helpful to
suggestthateac h me mber of the team
Qu e s tandoretudn their emailed replies, confidentially,
direct to the facilitator.

60 The Qugosstike thia: 6

Suppose this event turned out to be successful and helpful to
you, the team, and the organisation:

a) What might we be doing on the day?
and

b) What differences would you notice about you and your
team later on?

The replies to this question will help the facilitator to plan a
useful event.

To illustrate how very different this guidance from the team
can be, 1 did three sessions (one each year) for the same
small clinical team. The first set of replies to 'the Question'
asked for a team day which emphasised team motivation,
bonding and energy. | used a tailored SF model (see below)
for this. At the second day, participants were asking for a hard-
nosed business like day in which they needed to work out how
to handle an almost overpowering workload and 'manage their
managers'. We spent a worthwhile day with statistics, working
models and some development of how to deal effectively with
the forcefulness of managers who were themselves driven by
political targets. The third day was unusual; members asked
'not to talk about work' but to deal ‘'somehow' with stress - and
this time only half a day was available. This caused me some
anxious thinking until I hit upon the idea of spending just a little
time talking about stress and the rest of the time on right-brain
activity - co-operative games, including a highly successful
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‘domino challenge' at the end of which the dominoes were
toppled, to cheers and the mobile phones filming. The
feedback about behaviour change later was positive for each
of these very different days.

The SFA applied to teams is, at its simplest, a model or
conceptual line composed of five questions (Meier, 2005;
Macdonald, 2007):

1. What do you (as a team) want?

2. What parts of that preferred future are already
happening?

3. What strengths and resources do you (as a team) have
to help you move further in that direction?

4. How far are you (as a team) along the path towards
your preferred future?

5. What are your next little steps?

We assume that the facilitator's job is to help the team to think
and plan rather than to give direction. Facilitation will be
largely composed of structured enquiry and exploratory
activities rather than 'telling’. We also assume that everyone
wants things to go well, that everyone involved wants to do
their best work and that the team has the abilities and capacity
to progress.

Several factors will further affect how we structure the event:

1 The number of people in the room
1 The size and suitability of the venue, e.g. can people
move around easily or will we have to remain more static?
1 Will everyone be there? Ideally this should include
managers and administrative staff.
1 What difference does everyone hope this event will
make to the team's working?
1 Is there any distress or problem which is affecting the
confidence or collaboration of the team?

More helpful literature comes from the 'Twin Star' model of
Finnish workers Furman and Ahola (2002 pp14-15). Four
positive factors and four key problem areas are identified
regarding working teams and groups.

The factors which they suggest tend to generate positive co-
operation are:

1 Appreciation

1 Success

i Caring and looking out for one another
1 Fun and humour



Solution News: Autumn 2011

10

The areas that tend to pose a threat to group psychological
well-being are:

71 Discussing problems

1 Giving and receiving criticism

1 Hurting and being hurt

9 Various failures and other setbacks

While the authors do not suggest a ban on mentioning the
latter four areas, they indicate that teams which emphasise
and maximise the positive factors are more likely to be
successful and co-operative. For the facilitator of a team
event, putting some emphasis and focus on the first four areas
and making opportunities to ask the team about them builds
talk about solutions.

Creative thinking and improvisation (Jackson, 2001),
appreciative enquiry (Whitney et al., 2004) and accelerated
learning (Meier, 2000; Hare & Reynolds, 2005 ) all add
valuable ideas to the mix. Jelphs and Dickinson's work (2008)
adds considered useful research-linked discussion about how
complex teams can operate across as well as within
boundaries - typically the boundaries between health and
social care. All of this background reading and experience will
affect the way we run an event.

We start by setting up tables cabaret-style (if possible) and put
a few training toys on each. After introductions, we'll probably
begin with a classic SF '‘Best Hopes' exercise to ensure that
we understand the team's wishes for the day (these can
change or expand from when people sent their email answers
to 0thedQaeastien).

People who feel appreciated are far more likely to think
creatively than those who feel criticized. A priority therefore
will be to weave mutual appreciation and build 'solution-talk'.
Appropriate warm-ups and perhaps an activity like 'Flip-Chart
Compliments' will help. This is an activity in which each
member has a named sheet of flip-chart paper on which all the
other team members write something good about that
person’'s skills and qualities. Stuck round the room, these are
encouraging for all to read with hot drinks in hand mid-
morning. Rohrig and Clarke (2008) offer a wide selection of
other examples of solution-focused activities for this and other
purposes.

As the atmosphere warms and people relax, it is time to look
at t he 06 predftleeteane We dsku iSwppose in (say)
a year's time this team has become the dream team for all of
you, your managers and the organisation (and elaborate
according to what you have already gleaned about their
hopes) - tell us all what it would look like ?We can use



