How to Use Debating as a Powerful Tool Within Your Team.
Why do it rather than just make decisions on your own?
· Engages people.
· Forces the team to think and research deeply about the issue.
· It builds and strengthens a team.
· Statistically it will result in a better decision.
· Increases a team’s collective intelligence over time. They get smarter.
· Identifies assumptions that is holding an organisation back.
· Increases ownership of outcome.
· Increases implementation.

Structure to follow.
1.The frame up
2. Facilitating a powerful debate.
3. Decision making.

1. The Frame Up
Framing up to the team is important to get the data required for a sound decision.
a) Define the Question to debate. Selecting the right question will drive the discussion. This shouldn’t be a topic such as “Where should we reduce expenses”. It needs to be more specific such as:
 “How can we get drug spend under X%?”
The best debates are in answer to questions that have clear multiple options. Spend time formulating the right question that will drive the answers to solve your challenges.
Give the question to the team ahead of time and ask them to formulate an opinion based on facts (you want them to research it ahead of time).
b) When presenting the question to the team, use the following format.
The Question: What is the question to be debated?
The Why: Why is it important to have this question solved?
The Who: Who gives input? Who is making the final decision?
The How: How the final decision is made. Team consensus? Individual? Task force?




2. Facilitating a powerful debate.
To get the best out of a debate you require two things. Safety and rigorous debate. You do this by using the following structure. You must set expectations up front.
Setting up a safe environment: 
· Encourage all points of view.
· Let them know that robust debate is expected from all.
· Depersonalise it. It’s about facts NOT people.
· Focus on FACTS NOT OPINIONS.
· Look beyond job title.
· Share your view last. Super important.
Demand rigorous debate:
· Ask the hard questions
· Challenge the underlying assumptions. If a view is presented without facts, challenge the opinion.
· Always look at it from all sides.
· Get people to swap sides of the argument once debate is winding up.
· Keep asking “why” until you’ve found the underlying issue.
· Never attack a person, attack the issue.

3. Decision Making
There must be a decision and clearly communicated it with team.
Use the following format:
a) Tell team what’s next. Remind them how the decision is made and by when (so they don’t’ feel their input has been wasted). Answer questions such as:
· Are we making a decision now or do we need more info?  (Don’t delay if you have all the facts you need and now it’s just a leap of faith).
· Is this a team decision, or an individual?
· Is there anything that has surfaced from the discussion altered the decision-making process?

b) Summarise the key ideas, facts outcomes of the debate.
c) When the decision is made, communicate it with the team and let them know what’s the first step. You MUST TAKE ACTION ASAP.

Format for Debate leaders.
1. Discussion leader only asks questions.
2. Participants must provide evidence to support their point of view. Let them know you will challenge any view that hasn’t got supporting evidence.
3. Hear from everyone.
4. Ask people to swap position and argue a different point of view.
