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Leadership Development Program





Leader Clinic: Peer Consultancy Protocol

	Purpose
	Time
	Roles

	To help an individual think more expansively about a particular issue.
	45 Minutes
	- Presenter (whose work is being discussed)

- Facilitator (who sometimes participates depending on size of the group)


	Time
	Steps

	8 minutes
	The presenter gives an overview phenomenon of interest and/or dilemma and frames a question for the consultancy group to consider.  The framing of this question, as well as the quality of the presenter’s reflection on the issue being discussed, are key features of this protocol.  If the presenter has brought work or “artifacts,” there is a pause to silently examine the work/documents.  The focus of the group’s conversation is on the question posed.



	10 minutes
	The consultancy group asks clarifying questions (for the benefit of the discussants).

The consultancy group asks probing questions (for the “deepening” benefit of the presenter). Some of the probing questions may not be answered since they would require greater thought.



	15 minutes
	The group talks with each other about the issue and question presented, referring to the presenter in the third person (i.e., speakers say “he sounds like he’s…” or “she is struggling with…”) as if they were not present.  
Possible questions to frame the discussion include:
· What did we hear?

· What didn’t we hear that we think might be relevant?

· What assumptions seem to be operating?

· What questions does the issue raise for us?

· What do we think about the treatise, issue, and/or dilemma?

· What might we do or try if this was our issue?  
· What have we done in similar situations?

Members of the group sometimes suggest solutions to the dilemma.  Most often, however, they work to define the issues more thoroughly and objectively.  The presenter does not speak during this discussion, but instead listens and takes notes.



	Time
	Steps

	7 minutes
	The presenter reflects on what s/he heard and on what s/he is now thinking, sharing with the group anything that particularly resonated with him or her during any part of the consultancy. No need to “respond” to anything posed by the group. 

Variation: Presenter can also ask questions or invite dialogue during this time.



	5 minutes
	The facilitator leads a brief conversation about the group’s observation of the consultancy process, not content of the conversation.




Some Tips

Step One - The success of the consultancy often depends on the quality of the presenter’s reflection in step one as well as on the quality and authenticity of the question framed for the consultancy group.  However, it is not uncommon for the presenter, at the end of a consultancy, to say, “Now I know what my real question is.”  That is fine, too.  It is sometimes helpful for the presenter to prepare ahead of time a brief (half-page to one page) written description of the question and the issues related to it for the consultancy group to read as part of step one.  
A good question is one that 
1. Does not genuinely have an answer to it yet;

2.  Is meaningful and relevant; and 

3. Is about an area that the presenter is willing to change.

Step Two - Clarifying questions are for the person answering them.  They ask the presenter “who, what, where, when, and how.”  These are not “why” questions.  They can be answered quickly and succinctly, often with a phrase or two.

Step Three - Probing questions are for the person answering them.  They ask the presenter “why” (among other things), and are open-ended.  They take longer to answer, and often require deep thought on the part of the presenter before s/he speaks. During this time, the presenter may not actually answer the questions as much as note the kind of questions that are being posed.

Step Four - When the group talks while the presenter listens, it is helpful for the presenter to pull his/her chair back slightly away from the group. This protocol asks the consultancy group to talk about the presenter in the third person, as if s/he is not there.  As awkward as this may feel at first, it often opens up a rich conversation, and it gives the presenter an opportunity to listen and take notes, without having to respond to the group in any way.  Remember that it is the group’s job to offer an analysis of the dilemma or question presented.  It is not necessary to solve the dilemma or to offer a definitive answer.  It is assumed that the presenter can resolve this dilemma, and it is the presenter’s dilemma to resolve.

All participants in a protocol need to be considerate about how they speak, paying careful attention to the way they phrase their questions and comments.  “Warm” comments are those often used to begin the conversation.  They are supportive, encouraging, and put the presenter at ease:  Examples include:

· The strengths of this work are…

· The good news here is…

· I like the way she/he has…

“Cool” comments are more challenging as participants voice doubts and questions about the work.  Examples include:

· I wonder if he/she has considered…

· There seems to be a gap…

· I wonder what would happen if he/she tried…

It is important for the presenter to listen in a non-defensive manner.  Listen for new ideas, perspectives, and approaches.  Listen to the group’s analysis of your question/issues.  

Listen for assumptions – both your own and the group’s – implicit in the conversation.  Don’t listen for judgment of you by the group.  This is not supposed to be about you, but about a question you have raised.  Remember that you asked the group to help you with this dilemma.

Step Five - The point of this time period is not for the presenter to give a “blow-by-blow” response to the group’s conversation, nor is it to defend or further explain.  Rather, this is a time for the presenter to talk about what were, for him/her, the most significant comments, ideas, and questions s/he heard.  The presenter can also share any new thoughts or questions s/he had while listening to the consultancy group. In addition, the presenter can invite others to have a dialogue with him or her about question.

Step Six - Debriefing the process is key.  Don’t short-change this step.

Adapted from Bay Area Coalition for Equitable Schools.
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