Troika Consulting

Idea In Short

Troika Consulting is a structured peer-to-peer consulting process designed to help
individuals gain new perspectives and generate practical solutions to their challenges. It
involves small groups of three, where each person takes turns presenting a challenge,
receiving feedback, and offering advice. Troika Consulting facilitates peer-to-peer problem-
solving.

The method's name comes from the Russian word "troika," meaning a group of three. This
method offers a simple yet powerful way for individuals to receive focused feedback and
support from their peers. The structure of Troika Consulting ensures that each person has
dedicated time to present their challenge and receive thoughtful input from others. This
process is particularly useful for gaining new perspectives, identifying potential solutions,
and developing action plans. It fosters a supportive and collaborative environment where
individuals can learn from each other's experiences.

The Process

The process involves forming small groups of three people, referred to as "troikas." Each
person in the troika takes on three different roles: the "client," the "consultants," and the
"observer." These roles rotate throughout the process, ensuring that everyone has the
opportunity to experience each perspective.

The process begins with the first person taking on the role of the client. This person
presents a specific challenge or question they are facing. The challenge should be clearly
and concisely stated, providing enough context for the consultants to understand the
situation. The client also states what kind of help they are looking for, such as generating
new ideas, identifying potential obstacles, or developing an action plan.

The other two people in the troika take on the role of consultants. They actively listen to the
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client's presentation and then ask clarifying questions to gain a deeper understanding of the
challenge. The consultants then offer their advice and suggestions, drawing on their own
experiences and perspectives. The focus is on providing constructive feedback and helping
the client to generate practical solutions.

The client listens attentively to the consultants' feedback but does not engage in a
discussion or defend their position during this phase. This allows the client to fully absorb
the input from the consultants without being distracted by the need to respond or justify
their actions.

The third person in the troika acts as the observer. This person pays attention to the
dynamics of the conversation, the types of questions asked, and the quality of the feedback
provided. The observer's role is to provide feedback on the consulting process itself,
helping the group to improve their communication and collaboration skills.

After a set amount of time, the roles rotate. The person who was the client becomes a
consultant, the person who was a consultant becomes the observer, and the person who
was the observer becomes the client. This rotation continues until everyone has had the
opportunity to be the client, receiving feedback and support from the other two members of
the troika.

A key aspect of Troika Consulting is the emphasis on active listening and respectful
communication. The consultants are encouraged to ask open-ended questions, offer
constructive feedback, and avoid giving unsolicited advice. The client is encouraged to
listen attentively and reflect on the feedback they receive. The observer provides valuable
insights into the consulting process, helping the group to improve their effectiveness.

Case Study - Improving Team Collaboration

Imagine a team experiencing challenges with collaboration. Team members often work in
silos and communication can be ineffective. They decide to use Troika Consulting to
address this issue. They divide into troikas and begin the process.

In one troika, a team member presents the challenge: "l struggle to communicate effectively

with other team members, especially when working on complex projects." They state that
they are looking for advice on how to improve their communication skills and foster better
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collaboration.

The other two team members act as consultants. They ask clarifying questions, such as:
"Can you give a specific example of a time when communication was challenging?" and
"What communication methods have you tried in the past?"

The consultants then offer suggestions, such as: "Try using visual aids to explain complex
ideas," "Schedule regular check-in meetings to ensure everyone is on the same page," and

"Practice active listening techniques to improve communication."

The observer notes that the consultants asked good clarifying questions and provided
specific and actionable advice. After the allotted time, the roles rotate, and each team

member has the opportunity to present their own challenge and receive feedback.

As a result of this exercise, team members gain new insights into their communication styles
and develop practical strategies for improving collaboration. They begin to implement the
suggestions they received and see a noticeable improvement in team communication and
overall effectiveness. This case study shows how Troika Consulting can provide actionable
advice.

Advantages & Potential Limitations

Troika Consulting offers several advantages. It is a simple and easy-to-learn method that
requires minimal preparation or resources. It is also a highly effective way to generate new
perspectives and identify practical solutions to challenges.

This method promotes active listening, respectful communication, and peer-to-peer
learning. It creates a supportive and collaborative environment where individuals can learn

from each other's experiences and develop their problem-solving skills.

Troika Consulting is particularly useful for addressing personal or interpersonal challenges
that may be difficult to discuss in a larger group setting. The small group format provides a
safe and confidential space for individuals to share their concerns and receive focused

feedback.

However, there are also some potential limitations to consider. The effectiveness of the
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method depends on the willingness of participants to be open and honest with each other. It

is important to create a culture of trust and respect within the group.

The method can also be less effective if participants are not skilled at giving or receiving
feedback. It is important to provide clear guidelines on how to provide constructive
feedback and how to listen attentively.

It is also important to manage the time effectively to ensure that everyone has sufficient

time to present their challenge and receive feedback. Setting clear time limits for each
phase of the process can be helpful.

Summary
Troika Consulting is a valuable tool for peer-to-peer problem-solving. It provides a

structured process for individuals to gain new perspectives, identify practical solutions, and
develop action plans. Troika Consulting facilitates peer-to-peer problem-solving.
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