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Facilitator’s Guidelines 











This section provides the facilitator with resources needed to plan and conduct a workshop.





Each workshop unit has 4 sections:





	(	Facilitator’s Guidelines


		help the facilitator prepare for the workshop





	(	Workshop Overview


		highlights the key components of the workshop





	(	Workshop Plan


		provides the facilitator with an outline for conducting the workshop





	(	Workshop Resources


		include program activities, supporting videos, flyer, handout materials, and transparency masters





Topic:					Problem Solving





Goal:					Participants will use a 6-step process to identify and solve problems.





Audience:				This session is designed for Family Support Group leaders.





Time Required:		2 hours





Room Requirements:	This workshop requires a room large enough to accommodate the number of									participants. It is designed as a group process for roundtable discussions, with 8–10 							people at each table. The room should be arranged for maximum visibility of the flip 							charts, videos, and overheads.





Facilitator’s Preparation:





	1.	Reserve a location for conducting the workshop that will accommodate the number of participants.





	2.	Prepare flyers (located in Flyer Master section) and distribute them 1–2 weeks before the workshop.





	3.	Familiarize yourself with the goals of the workshop.


�
	4.	The facilitator’s job is to lead the workshop, which includes distributing handouts and organizing 			group flip chart activities. Other tips include:


		(	plan an ice breaker


		(	encourage participation


		(	check for understanding


		(	prepare room


		(	make workshop personal


		(	gather needed material


		(	enjoy yourself


		(	offer amenities, such as child care, parking, and refreshments





5.	Suggested activities are presented in square brackets ([  ]) in the lesson text.





	The lesson text is meant to assist you and is not intended to be read aloud to the participants. The 


	suggested activities list the visuals, handouts, or group activities that are used at particular 


	points in the workshop.





	6.	Prepare overhead transparencies from the Transparency Masters provided:


		#1	Problem Solving


		#2	Objectives


		#3	6 Steps to Problem Solving





	7.	Prepare sets of 3” x 5” cards with the problems listed in Group Activity #1. Each group will need its 			own set of cards. Read the directions for the activity.





	8.	Prepare flip chart paper (for facilitator use) with the following titles:


			FSG Problem “Do’s” (single sheet)


			FSG Problem “Don’t’s” (single sheet)





	9.	Reproduce the necessary numbers of handouts from the Handout Masters:





			Handout #1							Sources of Support and Assistance for Army Families





			Handout #2							New Commander Case Study





			Handout #3							6 Steps to Problem Solving 





			Handout #4							Workshop Evaluation





�
	10.	Assemble all other necessary materials and equipment.





		Workshop Materials:


			Flip chart paper on 2 easels and colored markers for the facilitator


			Flip chart paper on 1 easel and colored markers for each table


			Masking tape for securing charts


			Pens and pencils for participants’ use





		Equipment:


			Overhead transparency projector and screen
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Introduction





[Visual #1: Family Support Group Problem Solving]





Welcome to the problem solving session of the Family Support Group Workshop. You will develop skills for solving problems using a 6-step process.





Any team working to accomplish something will encounter problems. These problems are caused by different points of view about what the group can or cannot accomplish. Problems are also caused by different personalities working together. Many of these problems can be resolved by using this process. 





Objectives





[Visual #2: Objectives]





Participants will be able to:


	(	identify types of problems a Family Support Group can or cannot solve.


	(	differentiate between a problem and a symptom.


	(	identify and use the 6 steps in a problem solving process. 





Problems Facing Family Support Groups





[Flip Chart Activity: FSG Problem “Do’s” and “Don’t’s” in columns]





Family Support Groups face numerous problems. Some problems they can address and solve; others are beyond their scope and should not be addressed. 





Think about your Family Support Group. We will discuss problems your group should address and problems they should not address. 





(as participants share, list their examples on a flip chart)





Problems Family Support Groups should become involved with are:


	(	Mutual assistance and involvement of FSG members and the military unit


	(	Developing systems of communication


	(	Welcoming new families


	(	Involving families in unit activities


	(	Referral of families in need to appropriate resources, i.e., unit, installation, or civilian community


	(	Assistance with deployment briefings and activities





�
Problems Family Support Groups should not attempt to solve are:


	(	Providing living quarters


	(	Providing child care	


	(	Providing transportation


	(	Providing banking services


	(	Duplicating services available elsewhere





What one individual may perceive as a task for the Family Support Group may not be within the guidelines of the group. If in doubt, check with your unit liaison officer before attempting to address a Family Support Group problem.





When you encounter Family Support Group problems or member needs that are not appropriate for the Family Support Group, it is important to remember that the Family Support Group is a part of the larger Army team. Sources of Support and Assistance for Army Families lists other agencies with resources dedicated to helping the Army family.





[Handout #1: Sources of Support and Assistance for Army Families]





Distinguishing between Problems and Symptoms





[Distribute prepared 3” x 5” index cards as described in Group Activity #1: What is the Problem?]





The first step, identifying the problem, is the key to effective problem management. It is impossible to solve a problem that is not acknowledged by the leader as a problem, or if the problem has not been correctly identified. 





It is easy to confuse a symptom with a problem. Your challenge is to decide what the problem is. Examine some problems versus symptoms. A problem can be reflected in symptoms, but the root problem may be very different from any of the symptoms.





Symptoms are warning signs that a larger problem may exist. The exercise you are going to do will help you define the problem based on the information provided. Each group will receive similar sets of 3” x 5” cards. Distribute all the cards among your group members.





(allow 10 minutes to complete)





After everyone has stated what they think the problem is, decide as a group which statements are symptoms of the real problem. 





Remove irrelevant information, and state what the real problem is. Ask a volunteer to share your group’s conclusion. Do not dismiss anyone’s ideas or thoughts because they may have the right answer or understanding of the problem. 





(Each volunteer explains what their group thinks the problem is, and how the group arrived at its decision.) 





(allow 10 minutes to complete)





This exercise illustrates that identifying the problem is not an easy task. The cards described symptoms that may be irrelevant to the situation. What did your group decide was the problem?


(Answer is: children are experiencing problems in sharing their feelings about their parent’s deployment.)





You have identified the difference between problems and symptoms. We’ll take a 10-minute break, and when we return, we will look at problem solving.





[Break 10 minutes]





6 Steps To Problem Solving





Welcome back from the break.





[Visual #3: 6 Steps to Problem Solving Process]





Family Support Groups may encounter simple or complex problems. A 6-step process may be used to assist in coping with these problems. In this training session, we will explore how to use the 6-step process. Our goal is to be able to recognize and utilize the process. 





	1.	Identify the problem


	2.	Gather data relating to the problem


	3.	Identify possible solutions


	4.	Test possible solutions


	5.	 Select the best solution


	6.	Put the solution into action





Begin the problem solving process by reading the New Commander Case Study.





[Distribute Handout #2: New Commander Case Study (See facilitator’s instruction for Group Activity #2)]





(allow 5 minutes for this activity)





Now that you are familiar with the situation, your group will discuss a series of questions in the 6-step process. The case study is brief, and you must second-guess some events in the study. Thus, you must pretend that you are in the situation.





[Distribute Handout #3: 6 Steps to Problem Solving]





Step 1—Identifying the Problem 





(allow 10 minutes for this step)





Discuss the questions presented in Step 1 of the handout and decide as a group what the problem is. Keep the decision in your group for now. Remember as we move through the other steps of the problem solving process to continue to ask yourselves, “are we addressing a symptom or the problem?”  





(notify the groups when 2 minutes are left)





�
Step 2—Gathering Data





(allow 5 minutes for this step)





Gather as much information about the problem as resources permit. When focusing on the problem in your Family Support Group, taking time to gather reliable data is critical. Inaccurate or incomplete data can lead to poor decision making. Two other questions to consider:


	(	Is the information provided as fact, opinion, or rumor?


	(	What do the people who have provided the data have to gain or lose in relation to the outcome? 





(notify the groups when 2 minutes are left)





Step 3—Identifying Possible Solutions





(allow 5 minutes for this step)





Brainstorming is fun and a functional way to identify a wide range of possible solutions. The more ideas the better. Explore all possibilities. Combine several ideas. Avoid getting tunnel vision.





(notify the groups when 2 minutes are left)





Step 4—Testing Possible Solutions





(allow 10 minutes for this step)





After brainstorming, the next step in the process is evaluating the solutions, based on certain criteria:


	(	Is it suitable?


	(	Is it feasible?


	(	Is it practical?


	(	Is it acceptable?


	(	Does it meet the Army Regulations and Command Policy?


	(	Is it cost effective? 





Be sure to list the pros and cons of the solutions you generate.





(notify the groups when 2 minutes are left)





Step 5—Selecting the Best Solution





(allow 5 minutes for this step)





Now that you have tested your solutions, list them in order of effectiveness. This does not mean that the first solution is automatically the solution to try. 





Problem solving challenges your skills of judgment. Often no single solution is the best solution. Compromise and collaboration may yield the best solution.





(notify the groups when 2 minutes are left)


Step 6—Putting the Solution into Action





(allow 10 minutes for this step)





The action plan is as critical as the solution. The strategy may be right, but if not carried out properly, it could fail. An action plan implies progress toward a solution rather than an immediate resolution. Quick fixes usually have short life spans.





If the problem goes away, the solution must have been a good one. If not, reevaluate. Consider other options or evaluate new information that may lead to new options, and then adjust your plan accordingly. 





Ideally, you should have a contingency plan ready if your first solution does not work. Review other solutions you tested.





Did you overlook something? Was the information accurate? Was the criteria valid? What other option seems most effective, considering the new information you have?





If the reevaluating process does not work, the next question is whether you were working on a symptom or a problem.





(notify the groups when 2 minutes are left)





Group Discussion





How did the 6-step process work for your group? Would a volunteer from each group share the experiences their group had in working through this process?





(allow 10 minutes for discussion)





Thank you for sharing your experiences which have helped us all.





Conclusion





Many groups go astray because they work on symptoms and not on problems. Some people cannot resolve problems because they jump to conclusions about solutions before they have gathered sufficient information to understand the causes of the problem. Some problems can be solved more easily than others. Some problems are managed rather than solved.





There may be factors that you and the team cannot control. There are many methods of problem solving and they all involve the 6-step process. 





Using this process will help you become better problem solvers. Now that you have participated in this process, you may wish to use it when working with your FSG group.





[Distribute Handout #4: Workshop Evaluation]�
Flyer








Problem Solving











Learn to identify the types of problems that FSGs address.





Can you tell the difference between a problem and a symptom?





Learn the 6-step problem solving process.








This workshop will provide you with:


	(		 take-home information


	(		 practical applications


	(		 opportunity to meet people with common interests








Join us at 																								





For a workshop on 																					





Date 																										





For more information contact 																		








See you there!
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Objectives





	(	Identify the types of 										problems a Family 											Support Group can and 						cannot solve





	(	Differentiate between a 						problem and a symptom





	(	Identify and use the 									6-step problem solving 							process


�
Visual #3








6 Steps to Problem Solving





	1.	Identify the problem





	2.	Gather data





	3.	List possible solutions





	4.	Test possible solutions





	5.	Choose the best solution





	6.	Take action


�
Handout #1








Sources of Support and Assistance


for Army Families








1.	Army Community Service (ACS): the mainstay of soldiers, DoD civilians, and family members 		assistance for the Army on or near installations. It is staffed by volunteers and paid professionals. Among 	the services ACS provides are: 1) financial counseling and assistance; 2) services for special needs 	families; 3) family advocacy services; 4) relocation assistance; 5) information, referral, and follow-up 	assistance; and 6) family member employment assistance. 





2.	Army National Guard and U.S. Army Reserve Family Program Coordinator Offices: Although not 	staffed at ACS levels, these offices provide information and referral services on all of the listed services, 	both military and civilian, for the families of Reserve Component members who normally reside away 	from Army installations.





	Note: The two agencies listed above operate during times of normal operations and during deployments. 		They are among the first places the Army family should turn for advice and assistance. If these agencies 	cannot provide direct assistance, they will refer the family to someone who can.





3.	Family Assistance Center (FAC): may be established on or off Army installations during periods of 	lengthy deployment. FACs provide assistance and information and referral on matters such as ID cards 	and DEERS, health care, legal matters, financial counseling and assistance, and family psychological 	support.





4.	Rear Detachment: A military unit may create a Rear Detachment when it deploys for extended periods. 	This detachment is the primary point of contact for family members who have questions or who need 	assistance before and during separations.





5.	Family Support Group (FSG): organized to provide mutual support for a unit’s family members. It is 	affiliated with a specific military unit, ARNG Armory, or USAR Center. The FSG forms the third 	component of the Army’s family support system during deployment. It operates during periods of normal 	operations, as well, in close coordination with the affiliated unit and, if convenient, with ACS or the 	Reserve Component Family Program Coordinator’s office. The FSG also serves as an important source 	of inspiration, training, and support to empower Army families to increase and enhance their self-	reliance.


�
Instructions for


Group Activity #1





What Is the Problem?





Instructions for Group Activity








Time Required:


	15 minutes 


	(10 minutes to identify problem, 5 minutes to share decision)





Materials:


	3” x 5” cards





Process:





Listed below are Problem Statements. Write or tape each phrase on a 3” x 5” card. Make enough copies for each group to have a set of cards. Groups should be no more than 8 to 10 people.





After the groups have formed, give each group a set of cards. Participants deal the cards as if playing a regular card game. Some participants may have more cards than others, but this will not affect the exercise.





The objective of the exercise is to define the problem based on the information they have been given on the cards.





Participants first assume that what is written on their card is the problem. Each person tells what the problem is based on the information on their cards. After each person has stated what they think the problem is, the group becomes involved in discussion to determine what the real problem is. In 10 minutes, they are to be ready to share their answers, and how they arrived at their answers.





If the groups get bogged down, suggest they eliminate information that has nothing to do with the problem.





When they have finished, ask each group to tell what they think the problem is. Other discussion questions could include:


	(	How did your group come to this conclusion?


	(	What knowledge did you use to reach this conclusion?


	(	Were there any experts in the group that everyone listened to?


	(	How did you react when others disagreed with you about your view on what the problem was?


	(	How did others change your mind? How did you change other people’s views about what the 				problem was?


	(	Did everyone participate?





The answer to the problem is: Children are experiencing problems sharing their feelings about their parent’s deployment. The other items listed either are symptoms or they provide information that has nothing to do with the problem. For example, the card giving the fact that someone doesn’t like their neighbor could have been important to the person involved, but had nothing to do with the problem.


The objective was to determine the problem so that it could be solved. But, as illustrated in this exercise, this is not always easy. Sometimes, symptoms are thought to be the problems.





Problem Statements for the 3” x 5” cards are:





	Our Family Support Group doesn’t have an after-school tutoring program for school-age children.





	In the past, before deployment, I always had a good relationship with my children.





	My daughter has insisted on getting the strangest hair cut. It is awful.





	My children are making lower grades. I take great pride in their school work.





	My neighbor’s children aren’t having problems with their school work.





	My children do not need help with their homework. Our TV is broken.





	I want to help my children build good friendships at school.





	My children don’t know how to share their feelings about deployment. Their feelings build up inside and 	affect their grades and friendship.





	Kids are just going to have problems as they grow up.





	My neighbor has an injury from a war.





	My children are frustrating me.





	I do not like most of the kids in our neighborhood. They are too loud and messy.





	I do not like the teachers in our school. My children have never had problems with their grades before.





	My neighbor’s child is making fun of my daughter because she makes lower grades than he does.





	I don’t like my neighbor.





	Children go through phases. Give them time and they will get into the groove of their class.





	Children learn in different ways and at different speeds. My main concern is my child’s ability to reach 	her capacity.





	My child is self-confident.





	My children worry about their father or mother when they should be studying.








						


Adapted from the Encyclopedia of Team Building Activities, J. William Pfeiffer and Company, 1991.


�
Handout #2








New Commander Case Study











You are a member of a Family Support Group. The unit sponsoring your Family Support Group has recently had a change of command. The previous commander supported the Family Support Group’s activities to the fullest.





The “rumor mill” says the new commander, who is single, knows nothing about Family Support Groups. Also, the rumor mill says that the new commander has been overheard making negative remarks about Family Support Groups.





Your Family Support Group has been in existence for 4 years. It has been a struggle, but the group has been successful in all aspects. During a recent deployment, there were more volunteers than there were jobs. The Family Support Group leader said to thank them and tell the extra volunteers to go home because they were not needed. But she is gone now since her husband was transferred to another unit.





Recently, most of the activities and meetings held by the Family Support Group have not been well attended. No one seems to know why.





You strongly support the group and you wonder what the problem could be.





�
Instructions for


Group Activity #2








6 Steps to Problem Solving


Facilitator’s Instructions for the Group Activity








Divide the participants into small groups of 6–8. Give each participant a copy of the 6-Step Problem Solving Activity Sheet. Give each group another copy of the guide so individuals can keep their copy to take back with them.





Use the time allocated in the Facilitator’s Guidelines to pace the activity. The following ideas will make the exercise easier to conduct:





Remind each participant that this entire process will be beneficial to them if they go through each step. The process can be developed as a habit, and this is an opportunity to start the formation of that habit.





The first step is identifying the problem. The “Gripe To Goal” exercise is a quick way to assist problem solvers in becoming focused. The questions that follow will help them clarify their thoughts so that they can be more confident that they are on the right track.





Gathering data is a section that will be easier to complete in a real-life situation. The case study is brief, and the participants must second-guess some events in the study, but this is often the way it happens in problem solving. Often, there is not much information to work with. Thus, have the participants “pretend” they are in the situation “for real.”





The third step is listing possible solutions. For this exercise, we will use the brainstorming process. It is a good way to select information. 





Another way would be if there were a problem identified by the members of the Family Support Group. A flip chart could be posted with the problem listed at the top. Then, as members walk by the chart during a specific period, they could list ideas that come to mind for solving the problem.





Testing possible solutions is a step that is easily overlooked. Again, remind the participants not to skip over or take this step too lightly. In real life, they would have a lot more time to complete this step.





The fifth step, selecting the best solution, should be a group effort. Not everyone will agree, but a cooperative and collaborative effort works best.





Putting the solution into action is the last step. Here, the participants must pretend again, but it will give them a good idea of whom to approach. Emphasis should be given to the period—By When—and the By Whom section of the action step. The last portion of that section is important to point out. It is a contingency plan. All plans should have a “what would happen if” section.





Some groups may have come to the same conclusion about what the problem is. Others may arrive at a different conclusion. Be sure to point out that this is normal. Not all groups will think it is the same problem and they will not approach the solution in the same manner.





This is an excellent learning tool because it points out the differences in teams. There is no way to tell which group has the correct problem because the participants cannot put their plans into action. However, encourage them to share what has happened to them if they have experienced the same type of problem.�
Handout #3





6 Steps to Problem Solving








Step 1: Identify the Problem





	1.	My real gripe, frustration, or anxiety is 																


																											





	2.	My real concern is 																					


																											





	3.	What I am really hoping for is 																		


																											





	4.	Therefore, my goal is to 																			


																											





Before you go to the next step, consider the following questions about the problem.





	5.	Is this a problem or a symptom? If it is a symptom, what is the problem? 								


																											


																											





	6.	What control do I have over the factors and forces affecting the problem? 							


																											


																											





	7.	How much influence do I have over the factors affecting the problem? 								


																											


																											





	8.	Will it go away if nothing is done? 																	


																											


																											








	9.	Who cares if the situation changes? 																	


																											


																											





	10.	Why should I care about solving the problem? 														


																											





	11.	Whose problem is this? The group’s or an individual’s? 												


																											





	12.	What additional information and expertise are required? 												


																											





	13.	How does the problem affect the group? 															


																											





	14.	Where is the problem? 																				


																											





	15.	When did it happen? 																				


																											





	16.	What are the main causes of the problem? 															


																											





Step 2: Gathering Data about the Problem





	1.	What information have I been given? 																


																											





	2.	Where could I obtain more information? 															


																											





	3.	Are my sources reliable? 																			


																											











	4.	Have I asked for the opinions of people who think differently than I do, or have I just asked those 			who will agree with me?


																											


																											





Step 3: Listing Possible Solutions


																																																																																																																																																																																													





Step 4: Testing Possible Solutions





You should ask these questions of each of the proposed possible solutions. These are not the only criteria; others may be added. The criteria must be asked of each solution. The criteria that you choose can be made into a grid. 





	1.	How suitable is the solution? Will it do the job? Will it remedy the problem situation completely or 			partially? Is it a permanent or a stopgap solution?


																											


																											





	2.	How feasible is it? Will this plan work in actual practice?


																											


																											





	3.	How acceptable is it? Will the Family Support Group members, the commander, and other interested 			parties accept the solution?


																											


																											





	4.	Is the solution within regulations?


																											


																											














	5.	How much will it cost in terms of time, people, resources, and money? Will the required resources be 		available?


																											


																											





	6.	What are the pros and cons of your alternate solutions?





		Solution							Positive						Negative (Can this be solved?)


																											


																											


																											


																											


																											





Step 5: Choosing the Best Solution





Examine the criteria and the positive and negative points of each of the possible solutions. Which one looks as if it may be the best solution? Which seems second best? Continue to list the options in the order of importance.


																											


																											


																											


																											


																											


																											





Step 6: Putting the Solution into Action





	1.	The problem is 																						


																											


																											





	2.	Solutions to the problem are 																		


																											


																											





	3.	Steps to carrying out the solution 																	
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Handout #4





Workshop Evaluation*





1.	Did you understand the objectives of this workshop?					_____Yes	_____No





2.	Do you think these objectives were met?								_____Yes 	_____No 





3.	If you answered No to either 1 or 2, please explain your answer below:


																											


																											


																											





4.	Circle the word which best describes the effectiveness of this workshop:





	Inadequate		Marginally Effective		Effective		Very Effective		Outstanding





5.	Based on your above response, what are your suggestions for improving this workshop?


																											


																											


																											





6.	How did you benefit from this workshop?


																											


																											


																											





7.	Did this workshop meet the needs of the participants?				_____Yes	_____No





8.	Circle the word which best describes the facilitator’s presentation:





	Inadequate		Marginally Effective		Effective		Very Effective		Outstanding





9.	Please share your comments about the facilitator’s presentations?


																											


																											


																											





10.	If you were the next facilitator to lead this workshop, how would you improve it?








*Use the back of this sheet to continue your responses, if necessary.
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