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Before we get started, we need to identify a time keeper and a note taker.  The time keeper will be responsible to keeping our discussion to the allocated time frame.  The note taker should take key notes from the discussion.

Case Presentation – Describe the leadership challenge you face.
· What is the challenge or problem you’re facing?  Gap you’re trying to narrow?
· Our big challenge is to create a centralized data repository to improve data linkages and access within the health department.
· Who are the major players?  What are their conflicting perspectives and interests?
· We have representation from IT, data security, epidemiology, program managers, senior management, and from our laboratory partners.
· Each seems to have a conflicting perspective on how the data should be shared and managed, despite everyone’s own interest in using the data.
· What action have you taken or are thinking about taking?
· Our goal is to improve the process for accessing the data efficiently to improve case management and allow for timely decisions among leadership.
· What are your stakes and interests?  Any hidden issues?
· As the project manager, I feel like my job is on the line.  This project has been included as part of my performance evaluation metrics and I need to be successful.
· Previous attempts have been unsuccessful to bridge siloed approaches.  Current leadership is new and wants a revised data sharing strategy in the next month but they aren’t aware of the past conflicts from our siloed work.
· What do you want to be advised on by your group?
· We need to be advised on how to bring everyone together to gain consensus on creating a data integration and sharing strategy.

Diagnostic Questions – Gather data about the values, loyalties, losses and pressures; keep questions short.
· What is the pressure on the major players to behave as they do?
· The Program Leads are very sensitive to sharing their data as they are afraid of inappropriately identifying personal information.
· The epidemiologist is hesitant to develop a system that is shared as they realize that the siloed systems have received legacy funding to operate as a stand alone system and are unclear how an integrated system could be funded in the future and meet their data management requirements.
· Where is the senior authority on the issue?
· As the project manager, I propose the solutions, but the final solution must be approved by the senior manager.  The senior manager seems to have grandiose ideas of the final product that may not be realistic.
· [bookmark: _GoBack]Who has the most to lose?
· What has the Project Manager done to solve the problem?  What has the Project Manager taken off the table?
· I have scheduled a meeting to bring all of the stakeholders to discuss in person next week.  I have asked each of them to bring their own requirements and expectations of what this type of system would look like in advance of the meeting?
· What does success look like to you as the project manager?
· Success would be coming to consensus as a group for the system’s capabilities to best meet everyone’s needs.

Diagnostic Brainstorming – Generate as many interpretations as possible.  Remember it’s brainstorming, so no debating.  Try raising the heat.
· What are the Case Presenter’s stakes?  Losses at risk?
· It seems that the project manager’s job is on the line.  I wonder what the other stakeholders are giving up to participate or perceive they will have to give up to integrate their data systems?
· What role in the system does the Case Presenter represent?
· Are there underlying issues hidden beneath the Case Presenter’s responses?
· How does success look like to the other players?  What is the story they are telling themselves?
· Why might the Case Presenter have taken options off the table other than for the stated reasons?
· How might the case presenter be contributing to the problem, i.e. their piece of the mess?
· Is the project manager trying to fit everyone into a box that doesn’t meet their needs?  How can the project manager reframe the purpose of their meeting to find common value among all participants?
· What is an uncomfortable interpretation the Case Presenter has been understandably unwilling to consider?
· The project manager seems to be doing their best.  Do you think the resistance they encounter from the other groups may also be due to the fact that the project manager seems young and others may perceive that to be inexperience?

Action Step Brainstorming – Try to generate 10-20 actions, ranging from safe to risky.  Watch out for group think.
· What are low risk tests of some of the interpretations discussed?  High risk tests?
· What courageous conversations need to take place?
· Should the project manager meet with each stakeholder individually before bringing them all together?
· What new partnerships or relationship shifts need to happen?
· How can the project manager better involve the senior manager in the process to be invested in the final proposed strategy?
· What are specific and achievable goals over the next month?
· Maybe the project manager can have individual or small group conversations to better understand everyone’s expectations and level of commitment.

Case Presenter Reflections – Welcome back from the balcony.  It’s (only) your turn to talk now. Play with the ideas you heard, resisting the urge to defend or talk “louder.”
· What did you learn?
· I didn’t think about what others have to lose by participating in this initiative.
· What if anything surprised you?  Shocked you?  Intrigued you?  Got you in the heart or gut?
· It would be great to involve the senior manager throughout the process.  I guess I had the expectation that they want a final product and wouldn’t be available to participate.  However, if I involve them as part of the process, they will be more committed to the final strategy developed by the group. 
· What might you consider doing differently as a result?
· We need to clearly review the funding requirements of our current systems to ensure that our proposed strategy will continue to meet the requirements.
· Has your understanding of your challenge shifted?  How?
· Previously I thought it would only be about the available data and how others want to use the data.  I hadn’t put together that the personal or organizational concerns related to sharing the data would influence the final product.  If we can identify the business requirements and the staff concerns, we should be able to develop a strategy agreeable by all.  

Group Debrief – The case consultation is finished.  Get on the balcony now and just discuss the group’s own dynamics and patterns, not the case itself.
· What did we accomplish as a group?  What did we avoid?
· Together we provided a different perspective from the project manager.
· We avoided being “negative nancys” and were able to come up with feasible approaches to mitigate some of the conflict.
· What default behaviors did we observe?  Did someone dominate the airtime?  Hold back?  Was that useful?
· Our responses tended to be rooted in our own personal experiences.  I think that it helped our discussion stay grounded but it maybe restricted the lens of innovation on our discussion.
· What could be done to improve consultations in the future?
· I think we can ask additional questions about the prior experience of the group to better understand the dynamics of the relationships.
· Did the Case Presenter’s affect impact our ability to dive in?  How so?
· The project manager seemed a bit flustered when presenting the case.  It is okay to not share every detail as long as you provide enough context.  We as a group can ask additional clarifying questions during the diagnostic question period.

Thank you for listening to the demonstration of the adaptive change advising protocol.  Remember as you prepare for leading your peer-to-peer call to distinguish between an adaptive or technical challenge.  Consider what will be most valuable to seek feedback on from your peers and share any pertinent information via basecamp as needed in advance of the call.

If your team is still considering whether you would prefer to present a challenge or a best practice, consider what type of feedback would be most valuable from your peers.  If you choose to present a best practice, you can address the following key points: Why was a solution needed?/What was the problem you were trying to solve? What was the process used to develop a solution?  How was the solution worked for you?  Has there been modifications?  Why do you consider this solution a best practice?  The group will pose questions after the presentation.
