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Introduction Creating Clarity For Your Strategy 

ENCOUNTER 5 SCHEDULE 

 

 

Arrival Day 1 Day 2 Day 3 

 

 

 

 

 

 

 

Travel to venue 

 

 

 

 

 

 

 

 

 

 

 

 

ARRIVAL 

8:00 Good Morning 

The Christian Story – 

Looking Back 

8:00 Good Morning 

The Christian Story – 

Looking Ahead 

8:00 Good Morning 

Worship/Prayer 

Setting Targets Leading Change Synthesis & Take-aways 

10:00 Brunch 10:00 Brunch 10:00 Brunch 

Setting Targets Leading Change Wrap up and assignments 

12:30 Break 12:30 Break Head Home 

Enhancing Productivity Leading Change 

 

 

 

Post-Encounter 

assignments 

to follow 

 

Travel Home 

 

2:00 Break 2:00 Break 

Enhancing Productivity Free Time 

4pm - Supper 4pm - Supper 

Introduction / 

Review / Activity 
Movie Processing Ideas 
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Introduction Creating Clarity For Your Strategy 

WELCOME TO ENCOUNTER 5 

  

 

Theme: Clarifying Your Strategy 

We are now three quarters through our CREST experience together.  The journey began  

with examining foundational elements of leadership and now is moving into the specifics.  

 

This brings us to strategy… 

 

Moving forward intentionally, personally and corporately.  

Putting good intentions into practice requires a plan. 

 

Many leaders have a passionate dream but experience years of frustration because they have 

not found a practical way to carry it out.  

 

 

Once we begin to get clarity around who we are and what is in our heart to do, some level of 

planning is required to move ahead.  A dream or vision is a preferred future over there. What 

gets us beyond simply wishing is a goal with steps and an action plan. This Encounter offers 

practical concepts and tools to move people forward into a preferred future. 

 

Some goals are relatively simple to achieve; a few steps and actions and it is done.  But as 

we move into the arena of larger visions that requires other people or the building of an 

organization, the level of planning must increase in scope and effectiveness.  This is where 

‘Strategic Planning’ becomes necessary.  

 

Strategy is what gets us over there. 

 

 

Any organization, large or small, for profit or not-for-profit, must 

engage in this level of planning.  As a matter of fact, any person who 

sets out to move forward or make a difference must develop a clear 

strategy to do so. 

 

Individuals who are not leading organizations can still use these 

strategic planning tools to achieve their desired personal goals and 

dreams. 
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Apollo 13 is the gripping movie of US astronauts 

on a trip to the moon. Just before getting there 

they experience a crippling explosion. The 

words "Houston, we have a problem" have 

become part of the American idiomatic 

vocabulary. Something unforeseen had 

happened and they would have to abandon their original plan and head back home. The main 

problem now is that the spacecraft is off course, and a carefully timed and executed correction 

is essential or the three astronauts will die. The entire team of NASA leaps into action to come 

up with a plan that will bring the boys safely home. They must pay fierce attention because 

things have changed with the spacecraft. They now have limited power and unreliable 

computers. They will have to get creative with what they have at hand and adapt to a new 

reality. A 39 second burn of the rocket’s engine makes the shift in trajectory that enables the 

astronauts to land safely in the Pacific Ocean.  

 

The right strategy made all the difference. 

 

 
 
As we approach our second half of life, 

we have the opportunity to change 

some things – many things. From the 

perspective we’ve gained through 

experience, education, and maturity, we 

can change the direction our life is 

headed. We can actually be more 

productive than ever before. 

 

Gordon MacDonald in Mid-Course Correction reflected on his life: 

"Now I cross the line of the 60th year of my life. And I still see ways in which I must change 

direction.  In character, habits, personal contact.  This is okay because I become newly 

convinced that the refining of self is a key to a long and vital life.  This is what it means to be 

on the growing edge.” 
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The Christian Story Creating Clarity For Your Strategy 

LOOKING BACK 

 

As modern Christians, we are a small part of a much 

larger tapestry of history … 

 

Christianity is very old.  This is obvious and yet we 

cannot always keep the long span of history in view, 

and therefore it is easy to think that what we believe 

and what we practice is how it’s always been done.   

 

 

As we move into ‘second half of life spirituality’ it is important for us to have a wider view of 

our Christian faith so that we can live out of a ‘generous orthodoxy’.  A brief overview of 

church history can be just what we need to open our minds and hearts to the beauty of 

Christianity and the wideness of God.   

The Christian Epochs   

Whether or not we have ever taken the time to study such things, church history reveals some 

interesting patterns.  One of the most fascinating of these patterns is that about every 500 

hundred years or so, Christianity experiences a major shift.   

 

 

 

 

 

1 A.D. – 500 A.D.  The Beginning 

• Christianity is birthed out of Judaism and begins to 

spread beyond Israel 

• In 50 A.D., the first Council was held in Jerusalem; 12 

more were held by 314 A.D. 

• Emperor Constantine makes Christianity the official 

religion of the Roman Empire in 313 A.D., which began 

the Ecumenical Councils – 7 between 325 A.D. and 500 

A.D. 
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The Christian Story Creating Clarity For Your Strategy 

 

It was during this period that much of what we 

consider ‘basic to Christianity’ was debated, fought 

over, decided on, fought over again, and 

formulated.  This includes but is not limited to: 

• The canon of Scripture 

• The divinity/humanity of Jesus 

• The Trinity 

• The authority of the church 

 

It took no less than twenty major councils spread over 500 years to decide these matters, and 

while not everyone was equally convinced, Christianity spread throughout Western Europe, 

Asia and North Africa. 

 

500 A.D. – 1000 A.D.  The Dark Ages   

• The fall of Rome 

• More Ecumenical Councils 

• Papal Ascendancy 

• 3 Christian sects – Western, Eastern, Oriental 

• The birth and development of Monasticism 

 

During this period, as Christianity spread across the then 

known world, division arose as to where the ‘center of the 

church’ should be.  In these centuries of darkness, 

Western Christianity was more or less held in trust in 

Europe’s convents and monasteries.   

 

1000 A.D.  – 1500 A.D.  The Great Schism 

The centre of Christianity could no longer be agreed upon.  From 1054 A.D. onward, Western 

Christianity became centred in Rome and Eastern Christianity (to be called Eastern 

Orthodoxy) was centred in Constantinople.  There was more to this schism than geography, 

with both branches choosing to emphasize certain elements of Christianity over others.  For 

the most part the schism between these two branches continues today.  
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1500 A.D. – 2000 A.D.  The Great Reformation 

 

In 1517 Martin Luther crystallized his 

protestations against the Roman 

church by nailing his 95 thesis to the 

church door in Wittenberg.  This was 

one act in a longer drama that began 

in the mid 15th century with the printing 

of the first English bible, and would 

continue far into the next century.   

 

We are generally more familiar with this hinge point than with the others.  What must be 

understood is that Luther was not intending to begin a new movement; rather his purpose was 

to reform Catholicism.   

 

The Great Reformation spawned several significant Christian expressions including: Lutheran, 

Reformed, Anabaptists, Anglican, Nonconformists.  Each emphasized different aspects of 

Christian practice and most current denominations can trace their roots to these five 

expressions. 

 

We do well to remind ourselves that the Christian faith that we practice never was a neat, 

concise package delivered to us.  It bears the scars of many wars and myriads of characters.  

Each one, no matter how different they appeared was attempting to know God as best as they 

could as they understood him in Jesus.   

 

 

 

And so it is today.  As we enter the second half of life it is good to remember our heritage and 

be open to whatever God might be doing over the next 500 years.   
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The Christian Story Creating Clarity For Your Strategy 

LOOKING AHEAD 

We hold to the variety of thoughts and practices of hundreds of people carved out of 

thousands of years of history.  Just as in the past, searching for God is nothing to be afraid of, 

and believing God for the future is nothing to be ashamed of. 

 

We can trust the Lord with the future, even though it is unknown. We know enough about God 

to know He is the ruler of Heaven and Earth, and He will guide the church as He has in the 

past.  

I will build my church,  

and the gates of Hades will not overcome it. 
 

 

As the Lord builds, He refines, adjusts, 

corrects, and empowers. Many believe 

another “shift” is happening.  

 

What do you think?  

 

What do you believe will define the next 

Great Christian Epoch? 

 

 

 

My thoughts…
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At the beginning of this leadership journey, in Encounter One, we referenced a book designed 

to bring clarity to the reality of our times and what the near future may look like.  

 

 

The New Leadership Literacies by Bob Johansen 

 

Johansen writes about the “VUCA” state of the world we live in. 

Volatile, Uncertain, Complex, Ambiguous 

 

 

He believes our society will identify more and more in these terms. Certainty will be very 

difficult to find and sustain, perhaps even impossible. Therefore, many will give up the pursuit, 

settling for uncertainty, even coming to the place of spiritualizing confusion and considering it 

necessary. 

QUESTION:   

Do we see this entering the mindset of the Body of Christ today? How? 

 

What should be the response of Christ followers? How? 

 

 

In 2003, at the beginning of what some may refer to as The Next 

Great Christian Epoch, Reggie McNeal wrote The Present 

Future:  Six Tough Questions For the Church.  

 

“I believe there are many people like me in the church 

who, in terms of their church experience, want to script a 

story different form the one they are a part of now.” 

(p.XVI) 

 

The book presents six “New Realities”, six “Wrong Questions”, and 

six “Tough Questions”. 

 

 



 

   

 

 11 

The Christian Story Creating Clarity For Your Strategy 

 

Reality #1: The Collapse of the Church Culture 
 

➢ The church Jesus started will live and flourish, but the culture we have created and 

called “church”, particularly in North America, is on life support and will die. 

 

Wrong Question: How do we do church better? 

 

Tough Question: How do we “deconvert” from churchianity to Christianity? 

 

 

 

 

Reality #2: The Shift from Church Growth to Kingdom Growth 
 

➢ The emphasis will change from successful individual churches and ministries to a 

larger perspective on the state of the Kingdom on earth. 

 

Wrong Question: How do we get people to come to us? 

 

Tough Question: How do we transform our community? 

 

 

 

 

Reality #3: The Rising of a New Reformation Releasing God’s People 
 

➢ The first reformation was to free the church. The new reformation will decentralize 

ministry, change the “scorecard”, and be about freeing God’s people. 

 

Wrong Question: How do we turn members into ministers? 

 

Tough Question: How do we turn church attenders into missionaries? 
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Reality #4: The Return to Spiritual Formation 
 

➢ We will turn from aiming at the head of people and turn back to transforming their 

heart so they fall in love with Jesus again and grow a passion for Him. 

 

Wrong Question: How do we teach and train church members? 

 

Tough Question: How do we develop and empower followers of Jesus? 

 

 

 

 

Reality #5: The Shift from Planning to Preparation 
 

➢ There will be more time and energy given to seeking and listening for what God is 

doing, in order to be prepared and aligned with His will. 

 

Wrong Question: How do we plan for the future? 

 

Tough Question: How do we prepare for the future? 

 

 

 

 

Reality #6: The Rise of Apostolic Leadership 
 

➢ Initiated by Jesus, men and women will step up to give shape to a movement that will 

define the expression and life of the church for hundreds of years. 

 

Wrong Question: How do we develop leaders for church work? 

 

Tough Question: How do we empower a new kind of leader for a new Christian 

movement? 
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Setting Targets Creating Clarity For Your Strategy 

 

 INTRODUCTION  

What is your organization aimed at? Where is it going if the current trajectory 

continues? 

 

 

 

 

 

 

 

 

For decades, Patrick Lencioni worked for a management 

consulting firm, helping organizations and businesses get 

their strategy, finance and marketing in place. Over time, 

Lencioni became convinced that the biggest problems their 

clients were facing was something around the way they 

managed their organizations. 

 

Eventually he created his own company and began writing books more 

about the thinking and the passions of management and leadership that 

have become widely accepted. He has often used a narrative style of 

writing, delivering his message through a fictional story, stories like The 

Four Obsessions of an Extraordinary Executive; The Five Dysfunctions of a 

Team; Death by Meeting.  He has now taken the years of research and 

experience and wrapped it into a single, comprehensive practical guide 

called The Advantage.   
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Setting Targets Creating Clarity For Your Strategy 

 

START WITH ASSESSING THE ENVIRONMENT / CULTURE 

  

This step can be the most time consuming in any strategic planning process.  It involves doing 

assessments within and outside of the organization. For the best results, do them as a team. 

 

 

a. INTERNAL - Do a “SWOT Review” (or similar): 

i. Strengths: What are you doing well? 

ii. Weaknesses: What is preventing you from doing more of that? 

iii. Opportunities: How could you do more of that? 

iv. Threats: What could take you down? 

 

b. EXTERNAL – Do an “Environmental Scan”: 

What is happening ‘out there’ and how may it affect our organization?  What 

external conditions can enable or constrain your plan?  

 

The categories you use can include but are not limited to:  

 

Political    

Social 

Economical   

Technological 
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ADDRESS THE SIX ELEMENTS / QUESTIONS OF CLARITY 

You can see that clarity is core to having an advantage. Clarity is formed by clearly answering 

6 key questions. These are the questions out of which rises a strategy: 

 

 

1. Element: Purpose,  

Question: Why do we exist? 

 The underlying reason for being; the core purpose. 

 Something that makes people’s lives better. 

 The real motivations of the founders or leaders today. 

 

 

2. Element: Values,  

Question: How do we behave? 

 Fundamental set of principles and core values. 

 Guide behaviours and decisions. 

 Lie at the heart of the organization and do not change over time. 

 

 

3. Element: Activities 

Question: What do we do? 

 Simple description of what you actually do. 

 The on-the-ground activities of the organization. 

 Think of the stuff you do every day.  
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4. Element: Anchors 

Question: How will we succeed?  

 A collection of intentional decisions to give yourself the best chance to thrive and 

differentiate. 

 Boiling down all the activities and methods you use into the three primary, large 

categories 

 The essence of your current strategy. 

 

 
 

5. Element: One Thematic Goal 

Question: What is most important right now? 

 A single, top priority – the one thing we MUST accomplish in the next year. 

 Everybody supports and contributes to it. 

 Qualitative, outcome focused. 

 
 
 
 

6. Element: Assignments 

Question:  Who must do what? 

 Clarity around the necessary roles and responsibilities. 

 Don’t assume everyone knows! Get down to details. 

 Watch out for leadership delving into areas that are the responsibility of others. 
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Setting Targets Creating Clarity For Your Strategy 

PUT IT ALL INTO THE PLAYBOOK 

The final step is to create a “playbook” that encases all the above work. 

• Capture the answers to these 6 questions in a concise, actionable way that can be 

used for communication, decisions, and planning. 

• Keep it short – two pages at the most 

• Keep it visible at all times; refer to it often 

 

 

Purpose 

 

 

Values 

 

 

 

 

Activities 

 

 

 

 

Anchors 

 

 

 

 

The One Thematic Goal 

 

 

 

Assignments 
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GETTING THINGS DONE 

(Adapted from: Getting Things Done: The Art of Stress-Free Productivity - David 

Allen.  Penguin Books, 2001.) 

 

Once we have our “Playbook” in place (See “Setting Targets” 

module), there still is the issue of making time to get it done. A simple 

fact of modern society is that we have more expectations and options 

available than we can possibly handle.  How we process the stream of 

things coming to us will determine whether we are overwhelmed and 

ineffective, or in control and productive.   

 

Without good systems to stay on top of the paperwork, e-mails, phone calls, and task lists, we 

will get overrun, and not have time and energy to accomplish the activities and assignments 

we have planned. 

 

 

 

Getting control of the “stuff” of life just might be the tipping point between 

continuing to muddle along, complaining about being stressed and too 

busy, and actually “getting things done” and moving toward your dream. 

 

 

 

 

 

 

 

 

 

 

 

You must find a way to process the everyday stuff to make room for the 

larger plans and strategies that move the organization in the direction you 

are wanting it to go. 

“Time is the quality of nature 

that keeps events from 

happening all at once.  

Lately it doesn’t seem to be 

working.” 

~ Anonymous ~ 
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A System for Processing “Stuff” 

  

CAPTURE 

PROCESS 

REPEAT 
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FORMING PROJECTS 

An effective way to focus on the activities and anchors in your “Playbook” is to form them into 

projects. Complex projects require a series of steps and assignments, some of which must be 

performed sequentially and others that can be performed in parallel with other activities. This 

collection of series and parallel tasks can be modeled as a network or “map”. 

 

Mind Mapping:  A Leader’s Strategic Tool 

Mind mapping is a technique that accesses both the left and right sides of the brain.  This 

enables richer and more creative thinking than simply using linear, left-brained techniques.   

 

 

What is a Mind Map? 

A mind map diagram represents connections between portions of information and encourages 

a brainstorming approach to any given organizational task.  This can free us from the tyranny 

of premature organization which can stifle idea generation.  It's about free association, being 

creative, moving quickly and having some visual fun. 
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Origin  

For centuries, educators, engineers, psychologists, and people in general, have used mind 

maps (or similar concepts) for learning, brainstorming, memory, visual thinking, and problem 

solving. Porphyry of Tyros, a noted thinker of the 3rd century, developed some of the earliest 

examples of mind maps as he visually illustrated the concept categories of Aristotle.  

Leonardo da Vinci’s journals demonstrate intricate expressions of mind mapping. 

 

In the early 1970’s, Tony Buzan, a popular British psychology author and memory expert, 

began searching for a method to capture ideas in a way that would both stimulate creativity 

and improve a person's ability to remember. His work is deemed to be the origin of the mind 

map as it is known today.  

 

How to Mind Map 

Using Buzan’s mind mapping technique, an "information picture" is drawn, combining words or 

images into a representation of the subject at hand.  When your mind map is complete, you 

have a document that appeals to the "whole brain."   

 

Buzan argues that 'traditional' outlines rely on the reader to scan left to right and top to bottom 

when what actually happens is that the brain will scan the entire page in a non-linear fashion. 

 

Mind Map Example 1:  Explaining Four Kinds of Meetings 
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The mechanics of mind mapping 

 

1. Draw a shape in the centre of a sheet of paper and inside it write a title for your map.  

• Start from the centre of the page and work out 

• Make the centre a clear and strong visual image that depicts the general theme 

of the map 

 

2. Draw branches radiating from the centre.  

• Use just key words or images 

• Put key words on lines. This reinforces structure of notes.  Used curved lines. 

• Print rather than write in script. It makes them more readable and memorable. 

Lower case is more visually distinctive (and better remembered) than upper. 

• Create sub-centres for sub-themes. 

• Use color to depict themes, associations and to make things stand out. 

 

• Anything that stands out on the page will stand out in your mind. 

• Think three-dimensionally. 

• Use arrows, icons or other visual aids to show links between different elements. 

 

3. Don't get stuck in one area. If you dry up in one area go to another branch. 

• Put ideas down as they occur, wherever they fit. Don't judge or hold back. 

• Break boundaries. If you run out of space, don't start a new sheet; paste more 

paper onto the map. (Break the 8x11 mentality.) 

• Be creative. Creativity aids memory. 

• Get involved. Have fun. 

 

SOURCE: www.peterrussell.com/MindMaps/HowTo.php 
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Mind Map Example 2: Business Strategy 

 

 

Application 

Draw a mind map of Encounter #1. Reflect on what we’ve already done as well as what is still 

to happen and draw from any source that you would like (experience, the workbook, notes, 

outlines, etc.).  The key is to be able to turn your thoughts about the Encounter into a mind 

map.  
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MAXIMIZING MEETINGS 

Meetings are a necessary activity of any organization.  Even families have meetings and while 

we might not think of a ‘family meeting’ in the same way that we think of a business meeting, 

many of the same dynamics are there.  No matter how many people are present, if you need 

to discuss important information in an organized fashion, you usually need to have a meeting. 

 

The reality however, is that our overall experience with meetings is often painful.  Many 

meetings are too long and sometimes pointless.   Meetings can feel like a ‘necessary evil’.   

 

“Meetings are indispensable when 

you don't want to do anything.”  – 

John Kenneth Galbraith 

 

“If you had to identify, in one word, the 

reason why the human race has not 

achieved, and never will achieve, its 

full potential, that word would be 

‘meetings.’ ” – Dave Barry 

 

“People who enjoy meetings should 

not be in charge of anything.”– 

Thomas Sowell 

 

If these quotations express reality then why do we keep having meetings?  How can 

something so important be so ineffective?  More importantly, is there a way to make meetings 

compelling, productive and even fun?   

 

Meetings are not the problem… 

…bad meetings are the problem! 

 

 

By definition a meeting is.. 

a coming together with one or more people for the purpose of conversation, to conduct 
business, to make decisions, to coordinate activities, to move something forward.    
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CHANGING OUR MINDSET AROUND MEETINGS 

 

The first step is to recognize that there is nothing inherent in 

meetings that make them bad.  If we want meetings to become 

more than what they are now, then we must change our mindset 

about meetings.  When meetings are improved the results are 

substantial – higher morale, faster, better decisions, and inevitably, 

better results. 

 

How then do we overcome – ‘Death by Meeting’? 

  

Think of your favourite movies and books.  When you first heard about the movie you were 

drawn in by something.  The plot intrigued you, or the characters captured your attention. 

Then somewhere in the course of the action there is conflict – real, engaging, possibly 

threatening.  We are drawn into this conflict, hoping for resolution.   

Now think about this.  If our organizations have purpose and meaning, and if meetings by 

nature should be interactive and relevant, then there is likely more than enough drama to hold 

our attention. Let’s use it! 

 

The Need for Drama 

Begin with something compelling – something that grabs their 

attention and raises their engagement 

• Could be controversy, a surprise, or a dose of reality 

• Send out a trailer – a story, an article, a question that starts 

them thinking in the right direction 

Look for conflict – to make the meeting meaningful 

• Fierce conversations that uncover important issues   

• Have a meeting to deal with the “Elephant in the room”. 

Find a different context for different types of meeting 

• Don’t make them all the same – change up the timing, the location, the agenda – add 

surprises 
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• Have MORE meetings – have different ones for different people. 

o Conceptualizer – the big picture person 

o Prototyper – takes the big picture and comes up with the initial big plan 

o Refiner – takes the initial plan and makes it better 

o Implementor – will put the plan into action 

o Manager – just wants to keep things going  

 

EFFECTIVE MEETINGS – MULTIPLE MEETING MATRIX 

When we only have one meeting we are forced to include all types of information and every 

kind of decision needed.  Having more meetings can help eliminate the feeling that we are 

always discussing the same things without resolution. 

 

Following is a suggested, contextual matrix for meetings.  Depending on the size of the 

organization, all of the suggested meetings might not be needed or appropriate.  These can 

serve as a guideline.  No matter what is decided, the primary principle is insisting that not 

everything goes into one meeting format.   

The Daily Check-in   

For smaller organizations where the team is usually together 

in one place, this can be a powerful meeting. It requires that 

team members meet together each day for a five minute, 

stand up meeting.   

 

The purpose is to: 

• report quickly on their activities for the day 

• notify everyone if something has come up that will require a team member to be away 

• ensure that nothing falls through the cracks  

• minimize endless e-mail regarding schedules and tasks   

 

Implementing this kind of meeting can be challenging in the beginning.  Because team 

members are not used to it, they can sabotage the process by complaining that there is no 

time for it.  To help overcome this objection: 

• keep the meeting to five minutes 

• continue the process even if not all of the team is present 

• after several months evaluate whether this is valuable for your team 
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The Weekly Tactical 

This meeting is typically your ‘staff meeting’.  It occurs every week (or every two weeks) and 

needs to be run with structure.  This meeting should not last more than two hours.  

 

The purpose is to: 

• become the primary place for administrative functions 

• report on what each team member is working on and what progress is being made on  

organizational initiatives 

• report and discuss critical organizational information - i.e. sales, attendance, finances 

 

Once activities and priorities have been reviewed, an agenda can be developed based on the 

most important topics to be covered.  To keep this meeting focused: 

• keep the topics of a tactical nature 

• leave large strategic discussions out of this meeting 

• record and distribute action items – with names of who will do it 

• bring forward unfilled action items 

 

The Monthly Strategic 

This may be the most important of all meetings.  Here is where strategic initiatives take centre 

stage and remain the focus of the entire meeting.   

 

The purpose is to: 

• discuss critical, strategic issues that affect the organization in fundamental ways 

• allow team members to focus on long term initiatives 

 

It is imperative that these meetings happen regularly so that everyone knows that this is the 

place to ‘park’ critical strategic issues that may come up in tactical meetings. For this meeting 

to be effective: 

• do not create too large an agenda 

• prepare in advance so that everyone has the information needed for discussion  

• allow enough time to adequately discuss the matters at hand 

• maintain strategic momentum by not slipping into tactical discussions 

• insist that issues are discussed thoroughly and decisions are made   
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The Off-Site Review 

Periodically it is important to remove your team from the normal activities and work 

environment.  Going offsite can allow everyone to focus on a particular set of topics and 

priorities.     

 

The purpose is for: 

• comprehensive strategy review 

• overall team performance 

• personal review 

• environmental scan 

 

The nature of the topics precludes everyone from attending this meeting.   

To maximize effectiveness: 

• do not overburden or over structure 

• include team building exercises 

• only include key team members 

 

Sometimes off-site reviews can be seen as expensive wastes of time and money.  If planned 

and executed correctly, these meetings can have a profound effect on the long term health of 

the organization. 

 

Ad Hoc and One-on-One Meetings 

No matter how well you have scheduled meetings there will be times when unexpected critical 

or strategic issues arise that cannot wait for the monthly strategic meeting.  In these cases be 

prepared to call an ad hoc meeting.  To ensure that these kinds of meetings do not become 

the norm make sure that the items really cannot wait until the next meeting.  By using these 

meetings well you demonstrate that you are committed to disciplined leadership.   

 

Similarly there are times within a meeting when it is 

clear that a particular issue needs to be discussed 

‘offline’ in a one-on-one meeting.  Schedule these 

as necessary. This sends a clear signal to the team 

that you will not be derailed in meetings by one 

person or issue. 
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Meeting Matrix 

Meeting Type Time Required Purpose and 

Format 
Keys to Success 

Daily Check-in 

 

 

 

5 minutes Share daily 

schedules and 

activities 

✓ Don’t sit down 

✓ Keep it 

administrative 

✓ Don’t cancel even 

when some 

people can’t be 

there 

Weekly Tactical 45-90 minutes Review weekly 

activities and 

metrics, and resolve 

tactical obstacles 

and issues 

✓ Don’t set agenda 

until after initial 

reporting 

✓ Postpone 

strategic 

discussions 

Monthly Strategic 

 

2-4 hours Discuss, analyze, 

brainstorm, and 

decide upon critical 

issues affecting 

long-term success 

✓ Limit to one or 

two topics 

✓ Prepare and do 

research 

✓ Engage in good 

conflict 

Quarterly Off-site 

Review 

1-2 days Review strategy, 

industry trends, 

competitive 

landscape, key 

personnel, team 

development 

✓ Get out of the 

office 

✓ Focus on work; 

limit social 

activities 

✓ Don’t 

overstructure or 

overburden the 

schedule 

 

Transcribed from ‘Death by Meeting’ – Patrick Lencioni – Published Jossey Bass - 2004 
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Reviewing Progress 

At regular intervals – quarterly, annually – the plan should be reviewed and adjusted. 

Depending on the scope of the strategic planning it may be wise to periodically consider an 

outside objective facilitator, which allows every member to participate fully. 

 

Pert Charts 

A Program Evaluation and Review Technique (PERT) chart is a method to visually represent 

a project and its steps. PERT was developed in the late 1950s for the U.S. Navy's Polaris 

Project having thousands of contractors. Used well, it has the potential to reduce both the time 

and cost required to complete a project. 

 

PERT charts are effective tools in showing activities and their relationships to other activities. 

They can be used by a single person, or by a group. The visual and graphic nature of the 

chart helps grasp the larger picture and the steps needed to get there. 

 

The network diagram uses tasks or events as nodes, with arrows depicting sequence.   

The PERT chart can have multiple pages with many subtasks. 
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PERT is useful because it provides the following information: 

• Expected project completion time 

• The shortest time in which you can complete a project 

• Probability of completion before a specified date 

• Critical Path activities that directly impact the completion time 

• Identifying activities that have slack time and can be delayed if necessary, and lend 

resources to the critical Path activities 

• The sequence of activities, scheduling, priorities and timings involved  

• Where parallel activity can be performed  

• Resources needed to execute a project  

• The most efficient way of shortening time on urgent projects  

• The whole team can see what their part plays in the master plan 

 

Project Dashboards 

Within organizations, project and program managers need to know exactly how the projects 

they're responsible for are progressing toward the desired goals.  Rarely do they have time to 

read through detailed status reports covering all aspects of the project.  

 

The Project Dashboard concept grew from this "time versus information" dilemma. In the 

same way a vehicle’s dashboard provides immediate and up-to-date information about the 

speed of the vehicle, the amount of gas in the tank and the temperature of the engine, Project 

Dashboards provide immediate and up-to-date information about the status of a project. A 

common and easily understood approach to using the dashboard is to use red, yellow or 

green symbols that quickly identify whether the thing being measured is on target (green), 

requires attention (yellow), or is in critical condition (red).  

 

Identify the Key Result Areas (KRA’s), and attach a project dashboard symbol to it.  Have the 

person responsible for that particular item rate the progress as green, yellow, or red.   

 

With a Project Dashboard you no longer have to review different reports to determine whether 

the production department received the widgets it needed, and got permission to hire its new 

employees. Instead, if the widgets had arrived but a decision on staffing was pending, you 

would see that the Materials gauge was in the optimum zone and that the Human Resources 

gauge was registering in the warning zone. 
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You can use any graphical method of displaying information quickly as a dashboard:  

▪ Dashboards can be modeled after a vehicle’s dashboard and gauges  

▪ Graphs 

▪ One-page summaries of Key Result Areas 

Dashboard Samples: 

 

 

  

  

  

Check these out: 

PPEERRTT  ––    HHTTTTPPSS::////WWWWWW..PPRROOJJEECCTTMMAANNAAGGEERR..CCOOMM//TTRRAAIINNIINNGG//CCRREEAATTEE--AA--PPEERRTT--CCHHAARRTT  

PPEERRTT  ––    HHTTTTPPSS::////WWWWWW..MMIINNDDTTOOOOLLSS..CCOOMM//PPAAGGEESS//AARRTTIICCLLEE//CCRRIITTIICCAALL--PPAATTHH--AANNAALLYYSSIISS..HHTTMM  

DDAASSHHBBOOAARRDDSS  ––  HHTTTTPPSS::////WWWWWW..KKLLIIPPFFOOLLIIOO..CCOOMM//GGUUIIDDEE--TTOO--BBUUSSIINNEESSSS--DDAASSHHBBOOAARRDDSS  

DDAASSHHBBOOAARRDDSS  ––  HHTTTTPPSS::////WWWWWW..GGEECCKKOOBBOOAARRDD..CCOOMM//  

https://www.projectmanager.com/training/create-a-pert-chart
https://www.mindtools.com/pages/article/critical-path-analysis.htm
https://www.klipfolio.com/guide-to-business-dashboards
https://www.geckoboard.com/
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INTRODUCTION 

At some time or other we have all heard the words, ‘something has to change around here’.  

Change is an inevitable part of life and there is no growth without it.  We’re actually quite 

experienced at change since, whether we acknowledge it or not, we are changing every day. 

Therefore change is not something to be resisted or feared.   

 

Why do some people fear change? 

 

 

The kinds of changes: 

Simple – minimal steps, easily replicated  

 

Complicated – multiple steps, intricate processes, replicated with difficulty 

 

Complex – many phases, dynamic processes, no absolutes or guarantees 

 

We must learn how to recognize the difference. We can not treat a complex or complicated 

change like it is simple, or vice versa. Otherwise people become impatient, time is wasted, 

mistakes are made, respect is lost, people get hurt. 

 

Let’s be clear.  Enacting real, long lasting change is not easy.  Believing that change is easy is 

often the source of our problems.  Change is usually complex, dynamic, messy and 

frightening.  Attempting to create major change with simple, linear processes will almost 

always fail.  Complex and resistant problems need more than simple solutions. 

 

 

William Wilberforce changed the thinking of England and 

the world about slavery, but it took him 15 years. The 

change was much more complex and faced much more 

resistance then he expected.  

 

Changes such as these requires strong leaders. 
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Learn to LEAD change. 

One reason that change is difficult is that we have been taught to manage change, not lead 

change.  As a manager there is a tendency to be a reactive problem solver, unintentionally 

maintaining the status quo, minimizing personal risk. 

Leaders on the other hand are not afraid to take the risks necessary to lead others into 

uncharted territory –building the plan as required even if not all the steps are known.  But 

disaster awaits, unless you understand the process of change. 

 

 

 

LEADING THE CHANGE PROCESS    

As leaders of change it is not enough to make motivational speeches or develop systems of 

reward and punishment.  By now, most of us know that while these methods might 

occasionally work, for the most part they are ineffective at delivering any lasting change.  If 

leading change requires people to change their behaviour then we must know how and why 

people behave the way they do.  By understanding this we can implement a strategy that 

allows real change to happen.  

 

 

In the book “Switch” by Chip and Dan Heath, they use the metaphor of a 

person directing an elephant down a path to accomplish something too 

large for anyone to do on their own.  

 

 

 

  

 

“Directing the Rider” is leading the mind to what needs to change 

“Motivating the Elephant” is leading the heart to why it needs to 

change. 

“Shaping the Path” is leading the feet to how the change can happen. 

 

 

 

 



 

   

 

 38 

Leading Change Creating Clarity For Your Strategy 

Leading Change – ‘What’ needs to change?  

For things to change it is imperative that people know exactly what it 

is that needs to change.  This requires an understanding of the 

environment and what is causing a particular situation to exist.  

Unless you ‘direct the rider’, so people know what behaviours you 

want them to change, it is unlikely that any change effort will 

succeed. They need to see it. 

 

Find Bright Spots 

Find examples of the change you are looking for and direct people towards them. As you do 

that you might need to interpret the change for them. By showing examples of where 

behaviour change is possible (finding the bright spots) it convinces the sceptic that change is 

possible.  It answers the question: Can I do this? If convinced that change is possible, people 

will turn from resistance and begin looking for ways to solve the problem. 

 

Because our minds are more likely to see ‘what’s wrong’ rather than ‘what’s right,’ this 

principle is a powerful way to direct people toward change.  Rather than spending energy on 

what is wrong, discover what is working and spend time replicating that. 

 

How? 

 

 

 

Script the Critical Moves 

Outline the vital behaviours that need to change to accomplish the desired outcomes.  Lay out 

the action that is needed. The power of a compelling vision and action plan cannot be 

overemphasized when initiating change. The challenge is that we usually under-communicate 

the vision or do not connect the words to specific actions. 

 

How? 

 

 

 

 

 



 

   

 

 39 

Leading Change Creating Clarity For Your Strategy 

Point to the Destination 

Show how it will look when the ‘what needs to change’ is changed. Creating a clear and 

specific picture of what the future will look like removes the typical self-sabotaging 

rationalizing that everyone can engage in.  By creating a clear picture of not only what to do 

but what it will look like when it is done, we accomplish the first step in leading change. 

 

How? 

 

 

 

Reflection 

Think about a personal or organizational problem or issue that needs changing. Have 

something in mind? What principles from this section have immediate application?  What 

could you do to ‘direct the rider’? 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 

 

 

Bright Spots: 

Critical Moves: 

Destination Visuals: 
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Leading Change – ‘Why’ does it need to change? 

It is not enough that people know what it is they need to do.  They also 

need to know why something needs to change.  We are motivated by 

powerful emotions that are not easily swayed by facts or analysis.  How can 

we ‘move the elephant’, and motivate people to change their behaviour?  

 

The old models of behaviour modification believed that if you reward good 

behaviour and punish bad behaviour you will get more of what you want and 

less of what you don’t want.  Decades of behavioural science research now show that except 

for repetitive tasks this is not true.  What this means is that if you want to effect change you 

need to tap into the people’s intrinsic motivators and emotions. 

 

Find the Feelings 

Move people’s emotions towards the change. The most effective change process is SEE -

FEEL - CHANGE. We can’t simply think our way to new behaviour. Lead people to the 

feelings. 

 

How? 

 

 

 

 

Shrink the Change 

Make the change manageable.  If the change that we are trying to initiate is too big then no 

matter how convincing or credible we are, people may still not be able to see how it will ever 

happen.  It is more effective to break the change up into manageable parts and celebrate 

each accomplishment.   

 

How? 
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Grow Your People 

Build a growth culture. Most people do not want to be known as ‘change resistors’.  In fact, 

most people want to stretch and grow.  Often they just do not know how.  When we present a 

change initiative in a way that helps people identify with the positive results, we create a 

growth mindset within the organization. 

 

How? 

 

   

 

Reflection 

As you think about the personal or organizational problem or issue that you have identified 

needs changing, what principles from this section have immediate application?  What do you 

need to do to ‘motivate the elephant’? 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

A. Leading Change – ‘How’ does it need to change? 

 

 

 

Find Feelings: 

Shrink Change: 

Grow People: 
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Leading Change – ‘How’ will the change happen?  

When leading any change initiative, if people can be convinced that ‘it can be 

done’ and ‘they want it to be done’, then the next question is ‘How will it be 

done’?  If we help people understand how change is possible it keeps 

everyone moving towards the desired outcomes, even when the initial 

excitement is over.   

 

Change efforts can stall simply because we think the work is mostly done when we convince 

the ‘minds and hearts’ of people that change is necessary and desired.  But “directing the 

rider” and “motivating the elephant” isn’t all that’s needed. What is overlooked is the need to 

‘shape the path’ so that desired behaviours are easier to do for an extended time. 

 

Tweak the Environment 

Become environmentally competent. When we want to change ourselves or others we need to 

become adept at looking at the surroundings and asking how they might need to change in 

order to assist in making the change possible. Changing things is usually easier than 

changing people. 

 

How? 

 

 

 

 

Build Habits 

Why are some change behaviours easier to implement than others?  When we form a habit, 

we find ourselves moving more easily in the desired direction. It’s like a behavioural ‘auto-

pilot’. This keeps us from having to use too much energy on self-control. 

 

How? 
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Rally the Herd 

Closely related to building habits is rallying the herd around a new normal. Bring people 

together and use peer-pressure to your advantage. Behaviour is contagious. The elephant 

constantly looks to the herd for cues about how to behave. 

 

How? 

 

 

 

 

Reflection 

As you think about the personal or organizational problem or issue that you have identified 

needs changing, what principles from this section have immediate application?  What do you 

need to do to ‘shape the path’? 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Tweak Environment: 

Build Habits: 

Rally Herd: 
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CONCLUSION 

Anyone that has engaged in any kind of change initiative knows that making real and lasting 

change is hard.  We forget how long it can take and lose sight of the benefits that will result if 

we can make the changes necessary to move forward.  We can even give in to a ‘why bother’ 

attitude or fall into discouragement.   

 

However if we can learn and apply essential ‘leading change’ principles we can better 

understand what needs to be put in place to ensure that change happens.  When we address 

the head, heart, and feet of those we lead we open up the possibility of a bright future – a 

future in which leading change is possible.   

 

ADDITIONAL RESOURCES 

Building the Bridge as you Walk on it – Robert Quinn 

Influencer – Kerry Patterson et al 

The Heart of Change – Kotter and Cohen 

Made to Stick – Chip & Dan Heath 

Mindset – Carol Dweck 

Getting to Maybe – Fischl and Paul 

Websites: 

www.vitalsmarts.com 

www.heathbrothers.com 

 
 

http://www.vitalsmarts.com/
http://www.heathbrothers.com/
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INTRODUCTION 

(adapted from Creativity Thinking – Edward DeBono) 

 

Leaders must have vision.  Their picture of a preferred future is contained in their imagination, 

in an idea.  If it is a great vision, it will be too large for the leader to do by himself and sooner 

or later it will have to come to a group of people for evaluation.  This is a critical moment for 

the leader, as vision by its very nature is incomplete, fragile, and often open to criticism.   You 

are passionate about the idea, and you need the help of others to develop it, but they can also 

kill it.  Many great ideas never get off the ground because they lack crucial data, and are 

prematurely shot down by criticism.  Often the difference between the launching of a creative 

new idea and the tailspin of another is a few facts.  What a leader needs is a group of people 

who will help them think through the idea, avoid the pitfalls, and put their shoulder to help 

implement it.   

 

 

There is great power and creativity in a group of people who brainstorm together in 

cooperative ways.  Getting this process to work smoothly and efficiently is a significant 

challenge to leaders.  Often, dominant voices intimidate the rest of the group; some of the 

best ideas reside inside timid people; good ideas are shut down by negative thinkers; the 

meetings go too long -- the list goes on and on with all the ways this powerful potential goes 

astray. 
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Six Hats Thinking is a simple and effective tool that successfully dodges the potholes and 

allows a group to holistically evaluate an idea from every angle, and to do it in a surprisingly 

short time.  It works in groups as small as four, and as large as hundreds. 

 

The Six Hats Process  

Six Hats is essentially a controlled group process that requires 

everyone to evaluate an idea from all angles.  With simple but strict 

guidelines on how people interact in the process, Six Hats evens the playing field - it prevents 

verbal people from taking over the discussion, and pulls the quiet personalities into the action.  

It requires everyone to think from every angle. The naturally pessimistic people have to be 

positive at some point, and the overly optimistic people have to be realistic about potential 

problems.  It opens up space for creative new thinking in a surprisingly short time.  If 

administered correctly, a 90-minute meeting can be very productive even with hundreds of 

people. 

 

The process uses a metaphor of people wearing different coloured hats. 

▪ Each colour represents an approach to the idea. 

▪ Everyone in the group must wear the same “hat” and contribute something to the 

discussion. 

▪ There can be no “hat swapping.”  When it's “green time,” only “green” conversation 

can happen. 

▪ There is to be no evaluation of comments as this is a gathering exercise with 

evaluation later. 

▪ It is done in groups of four, with reporting to the large group at the end. 

▪ The order of the hats is very important - do not change them, or the process is 

compromised. 

▪ The power of Six Hats Thinking is that it requires people to think in different ways: 

Six Hats Thinking is an effective and efficient 

method for group evaluation of ideas. 
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The Six Hats 

 

Hat Colour Function Description 

Yellow Benefits 

Yellow is sunny and positive. 
All the good things about the idea. 
Encouraging and uplifting. 

 

Black 
Cautions 

Black is sombre and serious. 
Potential pitfalls and weaknesses. 
Cautious and careful. 

 

White 
Information 

White is neutral and objective. 
Missing facts and research.  
Wondering and seeking. 

 

Blue 
Manage 

Blue is cool and distant. 
Implementation issues, system, structure, 

and budget concerns. 
Control and Planning. 

 

Green 
Creativity 

Green is growth and abundance. 
Augmentation to the original idea, 

potential and possibilities. 
Creative and Envisioning. 

 

Red 
Emotions 

Red is emotional and passionate. 
The overall gut feelings. 
Sensitive and intuitive. 
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90 Minutes 

 

 

 

1. The room is set up with tables of four.  There are paper and pens at each table. 

2. The Six Hats process is briefly described to everyone present so they understand the 

process to be engaged.  It is very helpful to have a chart or PowerPoint of the Six 

Hats process to guide people. 

3. Each table of four chooses their own scribe to record their conversations. 

4. The leader then takes 15 minutes to present the idea as clearly as possible.  If your 

idea takes more than 15 minutes to present, you have not thought it through enough. 

5. The leader then invites everyone to put on the Yellow Hat.  For the next four minutes, 

everyone in the group of four must think of some benefit that could come out of this 

idea.  Everyone must contribute at least one idea.  Each answer must be short, point 

form. The scribe writes them down. 

6. In exactly 4 minutes, a bell is sounded and the leader announces the next hat: Black -

- cautions, concerns, and potential problems.  Everyone contributes at least one. 

7. In exactly 4 minutes, everyone puts on the Green Hat: creative new ideas. 

8. White Hat: information needed, identifying the gaps and more research required. 

9. Blue Hat: systems and structures, practical ways to carry this forward. 

10. Red Hat: your emotional reaction to all of this -- your gut feeling. 

11. The leader then calls for the small groups to report back to everyone.  On a flip chart 

at the front, everything is jotted down for all to see.  In the same order of coloured 

hats, the leader asks each table to call out one comment.  Go around the room until 

every “yellow” comment has come out.  Then move to the next coloured hat, and so 

on until all six are covered. 

12. Each table hands in their notes, the leader compiles it all, and the summary report is 

sent back to everyone that participated.  
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Hat Colour Function Input 

 

 

Yellow 

 

 

Benefits  

 

Black 
Cautions  

 

White 
Information  

 

Blue 
Manage  

 

Green 
Creativity  

 

Red 
Emotions  
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* NAME: 

Encounter 5 Creating Clarity For Your Strategy 

Module Outcomes and Take-aways 

Spiritual Formation:  The 
Christian Story – Looking 
Back, Looking Ahead 

 

Setting Targets: The 
process of developing a plan 
or “Playbook” to implement 
goals and assignments. 

 
 
 
 
 
 

Enhancing Productivity: 
Getting things done, 
mapping out projects, and 
maximizing meetings. 

 
 
 
 
 
 

Leading Change: Leading 
through change by 
addressing the mind and the 
heart of people, and building 
an appropriate path. 

 
 
 
 
 
 

Processing Ideas:  Using 
the Six Hats process as a 
tool for gathering varied 
input on ideas.  

 
 
 
 

Summary: What came 
clearer to you from this 
Encounter? 

 

Suggested Improvements: 
What changes would you 
suggest? 

 

 

 


