TRAFFIC JAM FACILITATOR INSTRUCTIONS

1. You need something to designate squares on the floor – one more than the number of people participating.  I typically use squares of cloth that are approximately 1 foot by 1 foot.

2. Lay out the squares in a straight line with approximately 18 inches between squares.

3. Have the participants stand on the squares facing the center of the line.  There should be one empty square in the middle of the line and everybody should be facing in its direction.  It does not matter if there is a different number of people on each side of the line.

4. Read the objective:

a. “Your task is to occupy the squares currently occupied by the other half of your team, maintaining the same order you now occupy.”

5. Figure out if there is anyone who has done the exercise and has it wired.  If so, either mute them or ask them to play along without forcing the answer on the rest of the team.

6. Read the guidelines:

a. There are only two legal moves.

i. You may move forward one space onto an empty square.  (have one of the two people at the center demonstrate this)

ii. You may move forward and around one person if:

1. That person is facing you, and

2. There is an empty space directly behind that person

b. You may not move backwards.  If anyone needs to move backwards, the entire team must return to its original starting position.

c. Only one person may move at a time.

d. Except when you make a legal move, you must remain with both feet on your square with your toes pointing forward.  (part of the reason for this is that if they move around a lot, there team will get really confused)

e. Are there any questions?

7. Have them start.

a. Time them – this will put ‘perceived’ pressure on them even though you did not give them a time limit.

b. Keep good notes on who says what, especially when good suggestions are made and ignored.

c. When they reach an impasse (when two people bunch up front to back), have them return to the starting position and mark down that try as a failure.  This will put additional pressure even though you didn’t specify a consequence for failures.

8. When they are successful:

a. Have them do an “about-face”.

b. Do it again with the objective of returning to their original starting positions.

i. Watch for communication issues caused by the fact that the people in the middle (hence those that have to move first) were at the end during the first sequence and were probably not very involved in the first solution.

9. When they are successful:

a. Have them do an “about-face”.

b. Do it again with major restrictions.

i. NO communication

1. No talking, belching, blinking, head-nods, evil-eyes, etc.

a. Enforce this strictly, but make it light-hearted.

c. Watch for how well each person has internalized the process and how much confidence each person displays.

10. Have everybody sit down and debrief the exercise.

a. Who was the leader and how did leadership shift during the exercise?

b. What resources did the team have and how effectively did they use their resources?

c. What risks did the team face and how did they deal with them?

i. What effect did “failures” have on the team?

ii. Could they have “failed” there way to success?

d. How did the team learn from their mistakes?

i. Did they gather data, make and test hypothesis, figure out a process?

e. How was communication?

i. What did the folks at the end of the line act and feel like?

ii. What happened on round two, when those at the end were now in the middle?

iii. What was the effect of being muted on the third round?

f. Go through your notes and ask specific people about things you observed, especially when someone made a good suggestion and it was ignored.

g. Once they were successful, did they make an assumption that they would always be successful?

i. One success does not mean the team has reached “Performing” status.  They may fall back to norming or storming.

