
Preparation for a Fruitful 
Ocapi Discussion

Handbook for Facilitators



01 Preparation
Prepare the following before the discussion.

Invitation, Schedule, and Venue

Ideally, all respondents should attend the discussion. If the group is large, form groups of four to eight 
members and discuss each step in small groups. Then share key insights with the whole group. 

Who should attend?

Two hours is best.

How long does it take?

Choose a comfortable room that would encourage an open discussion. It is recommended to set 
the chairs in a circle with no table or with a round table.

Where should it be held?

Report Distribution
The report should be distributed during the discussion. By avoiding preconceptions, members can 
share their honest thoughts, and the team is likely to gain new insights and unexpected discoveries.

Items to Prepare
Prepare the following supplies and equipment. For more details about each supply, please check 
the Facilitator's Guide *

* Ocapi Facilitator's Guide - https://ocapi.jp/guide3

Copies of the Ocapi report (for each participant)

Sticky notes

Markers

Projector and monitor/screen to project the slides

Guide for Discussion (one copy for the facilitator)

Pre-discussion Worksheet (ask participants to print and fill in their own copy)

https://ocapi.jp/guide3


02 Discussion Procedure
1.  Discuss the desirable state of the team (10 to 20 minutes) 

2.  Explain how to interpret the results. Read the report individually (10 minutes) 

3.  Discuss the report (30 to 60 minutes) 

4.  Determine actions to be taken (20 to 30 minutes)

Project the Slides for Discussion on a monitor/screen during the discussion. The slides are 
available in the Resources page. Each slide shows the details of each process of the discussion.

Make good use of sticky notes by having everybody write down their 
thoughts. It allows various opinions to be expressed and keeps loud talkers 
from dominating the discussion.


Intentionally make the setup of the meeting room different from the usual 
team meetings. Try to create a comfortable atmosphere in which members 
listen to each other's honest thoughts and feelings with respect. Don't be 
afraid of silence during the discussion. It is important to wait until someone 
starts speaking.

Points to Remember



03 Interpretation of the Results
The scores reflect each member's personal opinions about the team. The team can understand 
the current condition better by exploring what influenced the score.

Front Page of the Report: Evaluations on Progress of Workplace Improvement and Quality of Results

Basic Ideas When Reading the Report

- The scores do not provide an absolute evaluation of the team. 
- A higher/lower score does not necessarily mean “good” or “bad.” Scores may result lower when 

members’ expectations or awareness are high. 
- Instead of trying to compare the scores with other teams or with a standard, it should be used 

as indicators to understand the team better. 
- Interpret the scores and gain insight on the team's current state by linking the scores with 

specific matters and members' feelings or thoughts.

Back of the Report: Average values of Qualities of Relationships, Collective Thinking and Actions



04 Procedure and Points for Effective Discussion

1. Discuss the desirable state of the team  (10 to 20 minutes)

Share the desirable state of the team written on the Pre-discussion Worksheet. After sharing the 
desirable state, members will write down their thoughts on sticky notes and share them with the group. 

During the discussion, project the Slides for Discussions on a monitor/screen for everybody to 
see. Proceed each step by sharing the points written on the slides.

Some of you may be concerned if participants will be willing to share their thoughts, or if they 
can have an active discussion about the desirable state. However, do not skip this procedure. 
It will be a good opportunity to discover and share each member's hope for the team.

2. Explain how to interpret the results. Read the report individually (10 minutes)

First, the facilitator explains how to interpret the results by showing the report sample on the slides. 
Then hand out the report. Take five minutes to let everybody read the report individually and write 
down their "first impression" and "particular parts that attracted their attention" on sticky notes.

It is critical to start with the desirable state. That way the group can determine positive and 
effective action plans toward the desirable state instead of just looking for ways to improve 
poor grades, in STEP 4.

By providing each member with the opportunity to read the report by themselves, they will be 
less influenced by the opinions of others. Thus, various views will be shared.

The Slides for Discussion and Pre-discussion Worksheet provides information on how to 
interpret the results. Use these materials to explain how to read the report.

Before looking at the report, let's start by sharing the desirable state of our team.


If we look at the report right away, we will more likely focus on the low scores. I want to 
share the desirable state of the team first, and discuss how we can work toward it.


Please share whatever thoughts you have about the desirable state of our team.

Phrases for Facilitation

▶

▶

▶

Before exchanging comments on the results, let's take a moment to read the report individually.


Please write down any findings, thoughts, scores or properties that attracted your attention on 
sticky notes. 


We cannot judge our team just by looking at the score. A higher/lower score doesn't 
necessarily mean “good” or “bad.” The scores may result lower when our expectations or 
awareness are high.


In order to achieve the shared desirable state of our team, let's try sharing actual daily situations 
or specific events that may have influenced the scores on the report.

Phrases for Facilitation

▶

▶

▶

▶



3. Discuss the report (30 to 60 minutes)
Discuss the report with the whole group. 

3 - 1 Share each member’s views written on the sticky notes
Present the sticky notes from STEP 2 and share thoughts on the report.

3 - 2 Discuss the front page of the report (Progress of Workplace Improvement and Quality of Results)

Review the front page of the report. Discuss various perceptions on the Progress of Workplace 
Improvement and the Quality of Results.

Let’s look at how each of us perceives the Progress of Workplace 
Improvement and Quality of Results. You can see how different each 
person perceives the situation. Please share thoughts on these 
questions and responses. Are there any experiences or actual 
events that come to your mind?

Phrases for Facilitation

▶

3 - 3 Back page of the report (Average Values of Quality of Relationships, Collective Thinking and Actions)

Move onto the back page of the report. Look for properties and levels with higher scores. Then 
identify levels with lower scores or gaps between layers (where the average values get 
significantly lower from a certain level).

The scores of the properties toward the bottom right tend to be lower. In case the score shows a 
different pattern - for example, the scores are lower in level 1 & higher in level 5, or the score in 
the Quality of Collective Thinking is particularly high - it may be reflecting the uniqueness of the 
team. Discuss which level your team is working on. 

Which levels and properties have higher scores?


Do you see any tendency in each quality?


What are the levels and properties that have lower scores? Do you 
have comments on any particular properties? Do you see any 
significant gap where the scores drop greatly from a certain level?

Phrases for Facilitation

▶

▶

▶

3 - 4 Discuss the team's current condition
Discuss what is happening in the team and possible reasons behind the results.

What do you think is happening in our group? Is there any experience you would like to share?


Were we like this from before? Or did something change?


What do you think is behind this situation?


Are there any different ways to look at the situation?

Phrases for Facilitation

▶

▶

▶

▶



4. Determine actions to be taken (20 to 30 minutes)
Determine actions members want to take both individually and as a team.

4 - 1 Look for the leverage point to move the team forward
Based on the discussion so far, identify the leverage point that will help the team achieve the 
desirable state.

4 - 2 Determine the team's action
Discuss ideas on how to improve the team together. Decide on one or two easy-to-try and 
achievable action the team can take.

Points to Remember

- Instead of actions that may end up as a one-time effort, choose actions that are 
easy to continue. 

- Focus on one Quality (Relationships, Collective Thinking, Actions, or Results). 
- Decide on actions that are achievable and easy to try 
- Some ideas discussed for the team may be adopted as an individual's action 
- Determining the timeframe may make it easier to take action

4 - 3 Decide on a personal action
Each member decides on a personal action. Write it down on sticky notes and share it with the 
team. Ask members not to judge one another for their actions.

5. Schedule a Follow-up Meeting (3 minutes)

Schedule a follow-up meeting two to three weeks after the discussion. In this meeting the team 
will identify small changes seen in the team and, if necessary, reconsider the action plan. The 
follow-up meeting should take about 30 minutes.



05 Anticipated Questions from Participants

The following is a list of frequently asked questions and sample answers to them.

What is the purpose of Ocapi? How is it effective?Q

Ocapi is a tool that visualizes the current state of our team. By using the report we can 
understand the condition of the team, and find action on our own. That will develop our ability to 
improve ourselves continuously.


*** It is also useful to refer to the Ocapi website and "Ocapi at a Glance."

What will we do at the discussion with the Ocapi report?Q

We will discuss how we can make our team better based on the report which visualizes our 
team's current condition.

How can I interpret the report?Q

Information can be found on the second page of the Pre-discussion Worksheet distributed before 
the discussion.

I find it hard to come up with an action plan.Q

Identify the properties you want improve. Read the description on the report and think of actions 
that might influence the score. In case you are not sure, start from properties in the Quality of 
Relationship.



06 Situations to Avoid and How to Manage Them

If the following incident occurs, facilitators should try their best to manage the situation and 
create a comfortable atmosphere for the participants to speak up.

Criticism or denial among members

• Encourage everybody to listen to one another with respect. Getting to know the thoughts 
and feelings behind the statement will enable people to see each other in a new light.


• If the criticism seems to be going beyond the limit, go back to the "Etiquettes for 
Discussions" in the Slides for Discussions. 

A single leader monopolizing the discussion

• Have everybody write down their thoughts on sticky notes. It will make it easier for 
members to voice their honest thoughts and express their true feelings.

A few members deciding the future direction

• Ask for other thoughts and see if it is okay to move on.


• It may also be effective to ask members to rate how comfortable they feel about the current 
discussion in a scale of 1 to 5.

Focusing on problems, complaints, and faults of others

• Remind members of the "desirable state" shared at the beginning of the discussion. Look 
for ways to work toward the desirable state instead of focusing on what is missing.

Searching for scapegoats or blaming others

• Go back to the "Etiquettes for Discussions" and remind members that the purpose of Ocapi 
is to become a better team, which can improve itself on its own.

Jumping to a conclusion

• Sometimes members assume "improving low scores will resolve everything." Encourage 
them to discuss what's really happening and explore the reasons behind the results.

Proposing ambitious action plans that are unlikely to succeed

• Ask them to think of actions that are achievable and can be implemented right away. Make 
sure it is something they can try on their own and do not depend on others.
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