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Introduction
As you prepare to attend AFIT's Summer Institute, we are pleased to bring you this playbook to optimize
team learning. As you will soon discover, the Summer Institute Playbook:
•
•
•
•
•
•
•
•

Reflects an intentional plan.
Provides guidance.
Includes diagrammed “plays,” activities, or strategies.
Contains ideas, suggestions, resources, and strategies.
Addresses ways ideas are surfaced and shared.
Focuses on all the possible parts; keeps everything running smoothly.
Provides choices for structure and flexibility.
Focuses on procedures that shape a consistent response.

The Summer Institute Playbook was created as a tool to help Reps and their team members discuss,
design, and increase active learning for team learning before, during, and after Summer Institute. It
contains varied and rich ideas, tools, and strategies that were submitted by experienced Reps. "Tool" is
a key word—it is not designed as a rigid directive but as menu of options. Also, fellow Reps are a great
resource for questions and ideas.

Team Learning
Peter Senge, author of The Fifth Discipline Fieldbook, believes team learning is one of the five disciplines
of a learning organization. AFIT has long focused on the value and need for engaging teams in “team
time” to facilitate team learning. It is important to realize team learning does not just happen. He
described this as a discipline and asked people to commit to the practice of this discipline. When teams
learn together, Peter Senge suggests, not only can there be good results for the organization, members
will grow more rapidly than could have occurred otherwise.”
And, Senge stated “Teams, not individuals, are the fundamental learning unit in modern organizations.
This is where the 'rubber stamp meets the road,' unless teams can learn, the organization cannot learn.”

Source: The Fifth Discipline Fieldbook, Senge, Roberts, Ross, Smith, Kleiner, 1994.
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I. Ideas for Team Learning Before Summer Institute
Engaging team members prior to Summer Institute is an important part of team learning and preparing
for the event. To maximize the learning that will take place at Summer Institute, you are encouraged
to read the recommended materials and explore the concepts through team meetings prior to the
Institute. This year’s learning partners will build upon the concepts presented in the recommended
materials and the work you commit to before Summer Institute.
Representatives of colleges and partners within the AFIT network have provided several ideas for you
and the colleagues on your team to consider, discuss, select, adapt, and use. These are optional tools to
enhance your team’s learning.
When planning for your team’s learning experience, could you think about the following:
• Will your team be together for the team learning? If not, consider how you will build comfort
with the technology. Can you practice team interaction using technology prior to the event? Can
you schedule a couple of meetings using Zoom prior to the event?
• How have you engaged team members in preparing for previous Summer Institutes? Will any of
those strategies be helpful this year?
• What techniques can you apply to adjust for virtual delivery?
• What ground rules will you and your team agree to establish for the virtual team experience?
• What expectations will you and your team agree to set for commitment to “team time?”
• How will your team handle distractions and encourage each member to engage?
• How can you replicate the “team table” experience from past Summer Institutes?

Summer Institute Playbook

4 								AFIThighered.com

Which suggestions could work
for your team?

1. Work with your CEO ahead of time to position Summer Institute as something meant to trigger
new and additional ideas for innovation, transformation, and embracing disruption. It will be
different from the typical conference learning.
2. Work with your CEO ahead of time to clarify and articulate the expectations for the team. Will
your team apply this learning to a project or specific initiative? Will your team apply this to the
development of leaders in your organization? What will personal learning look like? How will
the Summer Institute contribute to organizational learning? How will you share what your team
learns with others in your organization?
3. Calendar the Summer Institute dates and schedule both pre- and post-Institute team discussions.
4. Share the logistics of the event either through an itinerary or frequent verbal and electronic
reminders. Use the links to the recommended readings as “ticklers” to build excitement around
the learning objectives.
5. Welcome and work with “newcomers” to this type of team learning. Explain the importance of a
commitment to learning from organizations outside of higher education and other institutions.
6. Review the Summer Institute learning objectives and agenda with your team. Promote the
learning partners and their expertise.
7. Determine how you will expose your team to the pre-work. Will you ask teams to read everything?
Could you incorporate a reflection activity prior to the event to begin to engage your team
members? Will everyone read everything? Or will you ask individuals to take a portion of the
pre-work and share back to the larger team?
8. If your team does not regularly work together or meet together, consider “getting acquainted”
activities and ice breakers. Encourage people to be open and respectful in conversations.
9. Reach out to team members to understand their learning styles and self-identified strengths
and opportunities. Help team members establish goals based on BOTH team learning and
individual learning.
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Suggestions (cont'd)
10. Determine how you and your team can focus on pre-work and recommended resources. Will all
team members read everything or perhaps different team members will read /or view and then
share selected resources? Could you incorporate a reflection activity prior to the event to begin
to engage your team members?
11. Discuss and agree to create and use a venue for “aha” moments for your team to note questions,
thoughts, and reflections that are better shared later, rather than in the middle or a presentation
(see recommendations toward the end of the playbook).
12. Discuss and agree to establish a virtual “parking lot’ to reduce the side conversations and chatter
that may prove to be a distraction. Perhaps this parking lot can be used in your team time – or
in a future team meeting?
13. Discuss and agree to create a graphic organizer that can be printed or distributed to team members.
This can be used in your pre-work and during the Summer Institute (see recommendations
toward the end of the playbook).
14. Anticipate, discuss, and plan for how you and your CEO or other members of your team will help
other team members who inadvertently become “zombies” or “trolls.”
15. Remind team members that, at times, key takeaways may not fit with the institution's current
work but perhaps might be powerful two or three years later.

Other ideas:
•
•
•
•
•
•
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Team Member Tool Kit
Consider a team spirit bag or AFIT tool box filled with:
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Pens, pencils, and fun colored or scented markers
Sharpie markers
Highlighters
Post-It notes or index cards
A journal
Emoji sticks (paper and popsicle sticks)
A visual organizer for note taking
Hand sanitizer
Travel size tissues
Chewing gum
Stress balls or other manipulative items to keep the hands busy
Sweet and salty treats
Team spirit items
Discussion tokens
Bottled water, juice, or soda
Promotional items such as a team shirt, a coffee mug, a water bottle, a screen wipe, etc.
Printed handouts and pre-work
A card with links to electronic materials
A name tent with team ground rules
Set of dice to use to select team roles, activities exercises, etc.

Other ideas:
•
•
•
•
•

Source: More Activities That Teach. Jackson, T., 2001. Publishers Press: Cedar City, UT.
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How will your team prepare?

What will you do to help prepare your team for Summer Institute? What can all team
members do?
•
•
•
•
•
•
•
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II. Ideas for Team Learning During Summer Institute
This year’s virtual format presents a different design and delivery than our in-person events; however,
the importance of team learning remains. Some teams will be co-located in the same facility or at
another venue. Some teams will be connected to team members through technology, while other teams
may have a mix. The suggestions in this playbook can be adapted for any type of team interaction.
The playbook provides team building and team engagement strategies to help inspire ideas for you and
your teams. If your team members aren’t physically together, consider delivering or mailing a team tool
kit to each member of the team.
Guidelines for Team Learning
Team learning can be optimized by collaborating to establish guidelines and ground rules ahead of
time. Emphasize that Summer Institute presents an opportunity for your team to learn, think, discuss,
and share ideas without the interruption of “regular” duties.
Could your team discuss and consider some of the following ideas for guidelines and ground rules to
promote team learning?
1. Agree to the tell truth as each person knows it.
2. Agree to a time limit for how long each person can talk.
3. Establish a “safe” team space where honest and vulnerable conversations stay “in the room.”
4. Clarify how decisions may be made.
5. Discuss how “violations” will be handled.
6. Avoid ground rules that override the team’s purpose and learning.
7. Practice forgiveness.
8. Practice suspending assumptions and imposing individual views on others.
9. View disagreement as an opportunity to dig deeper or to celebrate: “Isn’t it amazing that you
have such a different view? Why do you feel that way? How did you come to it?”
10. Balance advocacy with inquiry.
11. Establish agreement on use of cell phones during the sessions and the expectation about “seeing”
each of the team participants on the video screen.
12. Ask team members what they plan to do to be/stay engaged.
13. Ask the team to commit to one thing each person can do on Monday.
14. Discuss how to help members who inadvertently become “zombies” or “trolls.”
» Ask your team members for other ideas for possible ground rules.
Source: The Fifth Discipline Fieldbook, Senge, Roberts, Ross, Smith, Kleiner, 1994. Reference the chapter on Team Learning.
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Facilitation Techniques
Great team discussions that lead to team learning focus on encouraging individual opinions,
experiences, and feelings. If the goal is to discuss a specific topic, the use of questions to engage
participants is important. Examples of lead-ins that get and keep discussions moving forward include:
•
•
•
•
•
•
•
•

Tell me more about that…
What did you mean by…?
What else can you add to what Jane said?
What makes you feel like that?
What makes you believe that?
Can you provide an example so we can have a better understanding?
Jane, you have said a great deal. What do others think?
What if we…?

» Ask your team members for other ideas for possible discussion questions.
To add variety to conversations, have team members discuss different group communication roles and
decide how they will play, volunteer for, or rotate for different roles:
•
•
•
•
•
•

Facilitator
Time keeper
Gate keeper
Devil’s advocate
Note taker
A “Yoda” social/emotional leader

•
•
•
•

Encourager
Wellness adviser
Technical support
“Rabbit hole monitor”

» Ask your team members for other ideas for roles.

Sometimes conversations seem to be scattered and fractious. You may find that no one seems to be
able to listen to the ideas of others. Perhaps individuals are engaged in “side” conversations or the
group is at an impasse. Calling for moments of silence and reflection about the topic at hand can be
helpful. Through this silence team members are encouraged to allow thoughts to wash through them,
without letting the thoughts push them in a specific direction. Once centered in this silence, groups
can return to dialogue that moves the group in the direction it “wanted to go” versus the direction it
took on its own.
Could you explore how your team will track the learning, discussion, and key takeaways? Some ideas:
• Use Google docs or a SharePoint doc for running notes or dialogue. Organizing this document
allows people to record key takeaways from each session/day for discussion.
• Use BoardThing, a web-based thinking and brainstorming tool.
• Use IdeaBoardz to visually work through ideas and questions.
• Use Padlet (three free sessions) as a virtual bulletin board where the facilitator and participants
can collaborate, reflect, and share links and pictures in a secure location.
» Ask your team members for other ideas for keeping track of team learning.
Source: The Fifth Discipline Fieldbook, Senge, Roberts, Ross, Smith, Kleiner, 1994. Reference the chapter on Team Learning.
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Team Time “I Feel” Words
Great team discussions lead to deep conversations that are complex and sometimes uncomfortable.
A little discomfort is healthy—and sometimes a lot of discomfort is healthy. Encourage team
members to practice and use “I” statements and “I feel” statements. Perhaps a deck of index cards
with “feeling” words can be a way for team members to signal what they feel in the midst of robust
team conversations? Here are some “feeling” words for ideas:

Excited

Inspired

Effective

Confident

Happy

Proud

Intelligent

Flexible

Powerful

Important

Challenged

Confused

Conflicted

Anxious

Determined

Restless

Disappointed

Concerned

Unclear

Mixed up

Nervous
Worried

Defeated

Embarrassed

Emotional

Angry

Helpless

Pressured

Hurt

Irritated

Overwhelmed

Surprised

Sad

Tense

Source: More Activities That Teach. Jackson, T., 2001. Publishers Press: Cedar City, UT
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Different Formats for
Discussion & Dialogue
There are many different formats in which to facilitate team discussions, and not all need to happen in
the large team setting. Would any of the following ideas help your team have greater engagement in
discussions?
•
•
•
•
•

Small group conversations that end with a large group report out
“Buzz” groups that include 4-6 people with a leader and recorder assigned
Partner conversations or partner interviews
Written answers and then time to read the answers
The use of chat rooms or apps such as Padlet

» Other ideas for increasing engagement in discussions?

Dialogue goes beyond discussion and involves paying attention to not only what individuals are saying,
but what they are not saying, and perhaps, thinking. Through dialogue, learners:
• Learn something not only from the learning partner and the group, but from one’s self.
• Suspend assumptions and invite one’s self and others to see new dimensions in what everyone is
thinking and saying.
• Surface assumptions team members have about the theme and the concepts within the Summer
Institute’s learning objectives.
• Invite disagreement and view disagreement as an opportunity.
• Check in with each other to simply speak about what he or she is thinking or feeling.
• Identify preexisting mental models or a discussion of experiences that may shape beliefs.
• Kindle a new mode of paying attention in order to perceive polarization of opinions, the assumptions
taken for granted, and the methods for managing differences.
» Ask your team members for other ideas for effective dialogue.

Source: The Fifth Discipline Fieldbook, Senge, Roberts, Ross, Smith, Kleiner, 1994. Reference the chapter on Team Learning.
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Different Formats for
Discussion & Dialogue (cont'd)
In addition, the following approaches may be something you choose to weave into your conversations:
Agree-Disagree Continuum
This format for discussions involves a commitment by each team member to either Agree or Disagree
with a specific statement. This statement could be from a Learning Partner, a team member, or another
college. If your team is together in a room, you can mark one wall with Agree and one wall with Disagree.
If you are in a virtual format, you can have individuals hold up a sign or card that says Agree or Disagree.
Read a statement and ask individuals to move to the wall with Agree or to the wall with Disagree.
Those attending virtually could use an index card with Agree or Disagree on it. Once in position, ask
individuals why they chose to “stand” where they did. Have each person share. At the end of it, ask the
team if anyone would change their stance based on what others shared. This technique is an excellent
way to engage all members of the team and incorporate movement after long periods of sitting.
Thumbs Up or 'Fist to Five' to Achieve Consensus
These techniques are simple. When discussions seem to have come to a standstill or when no agreement
can be reached through discourse, take a moment to ask the group if they are able to commit to an
idea by using a thumbs up for agreement or a thumbs down for disagreement. Or perhaps a set of
emoji sticks (i.e. sticks with icons that represent varying levels of agreement) to hold up during voting
activities or “pulse checks.” Another version of this is the technique called “fist to five.”

Image courtesy of Lucid Meetings.
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Tips for Avoiding Distractions
& Enhancing Engagement
Team member engagement is an important facet of team learning and the Summer Institute. Could
you consider some of the following tips or activities to reduce distractions, enhance engagement, and
ensure each member of the team has an opportunity to speak?
• Set a ground rule of no multitasking.
• Conduct a group ritual unplug; turn off chat, email, and all notifications during the meeting.
• Consider asking questions such as:
» What came up that you didn’t expect? How do you feel about that?
» What did you learn that the group should know?
» What learning most connects to your work?
» What learning would you take back to others?
• Rotate roles. Have a different person responsible for facilitating, monitoring time, managing the
speaker queue, and taking notes for during the Summer Institute. People who have a job to do stay
more engaged, especially if it’s not a job they do every day (Source: Lucid’s Remote Team Meeting
Facilitator’s Guide.)
• Set aside time for “moments of positivity” where team members share positive statements.
• If team members are having a difficult time engaging, or if individuals are having difficulties letting
others talk, you may consider a technique called “flying ball.” Using a small soft ball such as a stress
ball or NERFTM ball, throw the ball gently to a person on the team. The person with the ball is the
only one to talk. That person can then choose to throw the ball to another member of the team. This
can be done virtually by asking each member of the team to find a ball prior to the meeting. The
facilitator can pretend to throw his or her ball to someone else. The “receiver” then holds up his or
her ball while talking for the allotted time. As is done in person, the person with the ball chooses
to virtually throw the ball to another member of the team. The facilitator or individual speaking
may need to remind others who has the ball.
• The token approach to discussions involves giving each member of the team a set of tokens. During
team time discussions, an individual forfeits a token each time a contribution to the discussion
is made. When out of tokens, the individual must remain silent until others have either used up
their tokens or decline to speak. Another version of this is similar to the game called Hot Potato.
Instead of a hot potato, individuals have “hot tokens.” The goal is to get rid of the tokens by adding
meaningful contributions to the discussion or asking probing questions. The facilitator determines
whether or not a token is given up and then recognizes individuals who have redeemed all of their
tokens (maybe through a prize or special title).

Source: More Activities That Teach. Jackson, T., 2001. Publishers Press: Cedar City, UT.
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Tips for Avoiding Distractions
& Enhancing Engagement (cont'd)
Earn people’s attention and participation in a variety of ways:
• Call their attention to something on the screen, use sound and video, polling, whiteboard activities,
etc.
• Discuss opportunities to change roles during different team time sessions. Think about who talks
and when, and who doesn’t and what they do instead. Discuss how team members can give different
people a chance to talk, and ask the non-talkers to do something specific, like chat, respond with
non-verbal response tools, or look at things.
• Discuss ways for the team to be creative. Remember how many things that can be done in face-toface gatherings. These can happen online with some creative thinking. Some are even easier online.
» Ask your team members for other ideas for team member engagement and write them below.
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Team Problem Solving
Some teams use the Summer Institute to begin problem solving around an issue or disruption they are
facing. Various tools can be used to help these problem solving conversations:

Cause and Effect Diagrams

Mind Mapping

Affinity Diagrams
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Team Problem Solving (cont'd)
The Concept of Mental Models and Their Impact on Team Learning
According to Senge, et al., (1994), “mental models are the images, assumptions, and stories which we
carry in the minds of ourselves, other people, institutions, and every aspect of the world.” People navigate
the world with mental maps that help them make sense of the complex environments and situations
they encounter. Mental maps are flawed, and that explains why two people who see the exact same
thing describe it differently.
Mental models play a role in team learning because they inform how people think, act, and make
decisions. They often exist below the surface, and until people slow down their thinking processes and
reflect and allow time for inquiry, they may not know they exist.
As you prepare for team learning, could you consider one of these techniques for acknowledging mental
models as you focus on a learning objective, a learning partner’s statement, or an issue that proves
challenging to your team:
• The Left-Hand Column Reflection Activity (see p. 21)
• Opening Lines (see p. 23)
Team Wellness
Team learning that involves long periods of learning should consider the wellness of the team. Discuss
some of the following ideas the team could use to maintain wellness during the Summer Institute:
•
•
•
•
•

Take wellness breaks during your team time.
Incorporate music, video clips, or cartoons to change the “atmosphere” of team time.
Plan for short walks, stretch breaks, and exercises.
Appoint a wellness advisor to jump in during breaks and guide the team.
Take time for “calming” – use music, breathing exercises, and mind calms.

» Ask your team members for other ideas for wellness breaks and write them below.
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How will your team
maximize the learning?

What ideas do you and your team members have to maximize the learning during the
Summer Institute?
•
•
•
•
•
•
•
•
•

Summer Institute Playbook

18 								AFIThighered.com

III. Ideas for Team Learning to Continue After Summer Institute
Carrying and continuing the learning after the Summer Institute is an important aspect of team learning.
To ensure learning is continued and shared with others, could you do some of the following?
• Schedule follow-up meetings prior to attending the Summer Institute.
• Ask each member of the team to log takeaways in a shared document and capture the questions
and issues that remain unanswered.
• Prior to, during, or just after the Summer Institute, connect the themes to the strategic plan the
organization’s mission, vision, values, and practices, and other standing committees or initiatives so
the ideas the team develops might not be viewed as “just another conference idea.”
• Share what you and your team have learned in formal presentations or discussions back at your
organization.
• Consider establishing a SharePoint site, intranet, or other shared space to house all materials from
the Summer Institute – ask others in your organization to take a tour.
• If you chose to read selected resources in preparation for the Summer Institute, discuss the
possibility of additional facilitated “readings” after the event.
• Create a fun “what I learned” from AFIT video that includes “snippets” from each team member.
• Discuss possible ways to integrate concepts, strategies, and tactics you learned into your current
strategic plan and other ongoing initiatives.
» Ask your team members for other ideas for adding to and continuing team learning after the Summer Institute.
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How will your team
continue the learning?

What do you and your team members plan to do to continue the learning after the
Summer Institute?
•
•
•
•
•
•
•
•
•
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Tools for Making Sense of Mental Models:
The Left-Hand Column
Step 1: Select a difficult problem you’ve experienced or are addressing in your team learning. Write a
brief paragraph describing the situation. What are you trying to accomplish? What is preventing you
from accomplishing this?

Step 2: Using the right column below, write out the conversation that actually occurred about this
problem (or write what you believe would be said if you were to raise this issue).
What I was thinking:

What was said:

Step 3: In the left-hand column above, write out what you were thinking and feeling but didn’t say
during the conversation.
Step 4: Reflect and ask yourself:
•
•
•
•
•
•
•
•
•

What has really led me to think and feel this way?
What was my intention? What was I trying to accomplish?
Did I achieve the results I intended?
How might my comments have contributed to the difficulties?
Why didn’t I say what I wrote in the left-hand column?
What assumptions did I make about others?
What were the costs of operating this way? What were the payoffs?
What prevented me from acting differently?
How could my left-hand column be used to improve communications?

Source: The Fifth Discipline Fieldbook, Senge, Roberts, Ross, Smith, Kleiner, 1994. Pages 246-250.
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The Left-Hand Column
What I was thinking:

Summer Institute Playbook
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Tools for Making Sense of Mental Models:
Opening Lines
This guide may be helpful when attempting to facilitate team learning during the Summer Institute
or after the Summer Institute. It is a technique explained in The Fifth Discipline Fieldbook and was
crafted by Philip McArthur.

When...

You might say...

Strong views are expressed without any
reasoning or illustrations...

I’d like to understand more. What leads you to
believe…

The discussion goes off on an apparent
tangent...

I am unclear as to how that connects to what
we’ve been saying. Can you help me make that
connection?

Two members pursue a topic at length while
others observe or disengage...

I’d like to give my reaction to what you two
have said so far, and then see what you and
others think. Or – I’d like to give others a chance
to react to what you two have said so far, and
then I’d like to hear what you think.

Several views are advocated at once...

We now have three ideas on the table (list
them). Let’s address them one by one.

You perceive a negative reaction in others...

When you said (give an illustration)…I had the
impression you were feeling (fill in the emotion).
If so, I’d like to understand what is going
through your mind.

Source: The Fifth Discipline Fieldbook, Senge, Roberts, Ross, Smith, Kleiner, 1994. Pages 263.
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AFIT Summer Institute
Team Learning Organizer - 1
Key concept, insight strategy, "Ah ha" from
learning partner or AFIT colleague:

Summer Institute Playbook

Possible translation or transfer to our organization,
or opportunity to adapt, adopt, integrate:
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Optional Team Learning Organizer - 2
Making Connections Through Mind Mapping
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Optional Team Learning Organizer - 3
Cause/Effect Diagram

Desired
Effect

A cause-effect diagram is a visual tool used to logically and visually organize possible causes brought up
in brainstorming discussions about a specific problem or consequence or desired effect by graphically
displaying them in increasing detail, suggesting causal relationships among theories.
This can increase team learning by surfacing assumptions, mental models, and different insights into
what variables may be causing the problem or the consequence or might cause or contribute to a
desired effect.
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Thank You!
A special thank you to everyone who contributed to the development of
this playbook.
Here you are—ideas, guides, suggestions, and tactics for your consideration
in preparation and practice for the AFIT Summer Institute. Use what fits
your institution’s culture, and don't be afraid to try som new-to-yourinstitution strategies to take thought processes or decision-making
patterns in a new direction.
Do not hesitate to reach out to experienced Reps as sounding boards or
for ideas. This virtual format is still relatively new for many of us, but the
spirit of learning, sharing, and connection will be the same.
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