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Summary
• who: Timber Homes LLC
• where: Vershire, Central Vermont
• when: February - April 2012
• what: Small construction business facing leadership 

changes and infrastructure development needs

Introduction
Timber Homes LLC is an 7 year old partnership of four de-
signers, builders and businessmen who love and excel at the 
art and practice of designing and building timber framed 
homes with unique aesthetic appeal. In addition to the four 
primary partners who make the business decisions through 
conversational consensus in ad hoc meetings, there are 
three employees who contribute to the administrative and 
practical aspects of the business. 

Timber Homes had been growing steadily for many years 
and was facing a strategic infrastructure investment chal-
lenge when they contracted with Round Sky Solutions to as-
sist them in clarifying their vision and strategic direction. In 
addition, with two partners approaching planned leaves of 
absence, partners reported a lack of clarity around roles and 
accountabilities that was generating anxiety, inefficiency, and 
frustration. 

After learning a short range strategy session which clarified 
their immediate initiatives, Timber Homes integrated a set of 
practices that enabled them to smoothly navigate the leader-
ship changes that occurred later in 2012 and focus some key 
energy and attention on evolving their business model to in-
crease compensation and support infrastructure investment 
decisions.  

Methods
Before beginning work with Round Sky Solutions, the four 
Timber Homes partners completed a survey assessing their 
organization.  The survey used both positive and negative 
measures and asked respondents to answer using a 5-point 
agree/ disagree scale, where 1=strongly disagree and 5= 
agree.  By this system, higher scores (indicating stronger 
agreement) are desirable for positive statements and unde-
sirable for negative statements.  For example:
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Timber Homes Mission: 

To create soulful, 
inspiring, and healthy 
shelter in a manner that 
enriches our selves, our 
locale, and our world.



I love my job and find it fulfilling.
I am frequently frustrated and unhappy with my job.

 
The 72 statements in the survey were collapsed into 10 
categories, which covered both the organizational and indi-
vidual levels. (Overall Job, Overall Organization, Manage-
ment, Compensation, Physical, Tasks/ Workload, Recogni-
tion, Communication/Interpersonal, Systems, and Outputs/ 
Performance).

Scores at intake and exit were analyzed to assess change in 
the organization as a result of Round Sky Solutions’ work.

Intake Snapshot 
At intake, overall scores were fair (3.6 out of a possible 5 for 
positive scores, and 2.4 out of a possible 5 for negative 
scores.)
 
The highest mean scores on positive measures were seen 
in the areas of Organization Overall (4.3), Job Overall (4.2), 
and Management (4.1), while the lowest was for Compensa-
tion (3.25).

Intake scores showed a committed, enthusiastic 
team, with some room for improvement around sys-
tems and communications; in other words, an organi-
zation perfectly poised to benefit from Round Sky So-
lutions’ coaching.
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Key Intake Challenges:

"- How to expand capabili-
ties through infrastructure 
and skills/knowledge, 
without assuming too 
much debt (how to grow 
within our means).

- Future Planning - finding 
the time and resource to 
talk about big picture 
goals and set up a strat-
egy for achieving them.

- How to transition to being 
geographically split.

- A key mover and shaker 
partner will be taking a 1 
yr sabbatical starting in 6 
months.

- Having a live conversa-
tion with all four partners.

- Clarifying our company 
image - how we present 
ourselves through adver-
tising.” Sean Dalton



There was a sense among employees that the main area for 
improvement was the company’s vision; this word “popped” 
in open ended responses:
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“Working with Cecile has 
helped our growing busi-
ness amalgamate our dif-
fering opinions and visions 
of the future. Thanks to 
her, we now have the tools 
to hold fair and effective 
meetings which will help 
us process the issues 
ahead.” Timo Bradley



Solutions Implemented
Round Sky Solutions launched the work with Timber Homes 
with a Short Range Strategy session which was focused on 
collaboratively surfacing a strategic theme and key initiatives 
for the next several months to create an aligned set of goals. 
In this session, the partners were facilitated through the 
Short Range Strategy meeting process to generate a com-
pelling strategic theme for the next few months and a clear 
set of four short range goals which served their business 
needs for infrastructure development, mission clarity and 
role functionality, including contracting with Round Sky to 
enable their capacity to achieve these goals.

In the intensive Boot Camp training, the partners learned 
how to surface and rapidly process any tension they had 
with respect to their work with Timber Homes. Multiple new 
roles with clear accountabilities were generated, each part-
ner began an individual task tracking practice, and the whole 
team of partners began to use a transparent accountability 
system to keep in better sync with each other. The training 
included facilitator instruction which gave them the basics to 
continue to use these practices independently. 

The final two sessions were focused on unpacking and 
evolving Timber Homes business model. While the basics of 
the business model were well understood by the partners 
prior to these sessions, in depth visibility into the various 
components of their business model was missing and align-
ment was unclear around the direction of evolution. In the 
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“Working with Round Sky 
has helped us bring struc-
tures and methods to our 
meeting and decision 
making processes and in 
clarifying our vision for our 
company.  I found the ex-
perience to be fun, chal-
lenging and worthwhile.” 
Josh Jackson



first business model session, the partners unpacked and de-
tailed all the aspects of their business model and contextual-
ized their model in the current business environment. In the 
second session, the partners brainstormed possible direc-
tions for their business, identified the key leverage points for 
change, and discussed the implications of such possibilities. 
They left the session with prototype research to conduct and 
a plan for feeding that research into the evolution of their 
business model including making key infrastructure invest-
ments.

Implementation Challenges
Timber Homes chose the boot camp model due to financial 
constraints for their introduction to this work, an intensive, 
demanding program which condensed twelve weeks of train-
ing into four. Partners found the amount of new information 
they had to integrate and use simultaneously challenging and 
sometimes frustratingly difficult. In addition, being that this 
was an early stage implementation for Round Sky, the train-
ing materials had some problematic issues like page num-
bers not fully corresponding to the table of contents and sug-
gestions were made regarding a glossary of terms and using 
more illustrations from real life. In addition, Timber Homes 
chose to only train the partners and not extend the training to 
their employees initially, a strategy which can work if the 
trained are willing and able to bring the tools to the rest of the 
organization over time. 

As of six months later, the Timber Homes partners were us-
ing the following aspects of the tools: regular meeting prac-
tice with living agenda and a tension driven agenda, clear 
facilitators and scribes, the individual and team task tracking 
system, the operational reviews during meetings, and the 
master governance doc. They were not making full use of the 
distinctions between the seven aspects such as strategy, op-
erations, and governance, ect... and were not using the gov-
ernance process for decision making, instead using open 
discussion to achieve consensus. One partner interviewed 
six months later expressed that the partners had agreed that 
certain moments during the training were uncomfortable and 
didn’t feel worth it at the time, but upon further application, 
delivered substantial value, such as the trust that the part-
ners could get through any item even if it was difficult and 
charged and that they no longer had one person informally 
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“Working with Round Sky 
Solutions was a pleasure. 
 Integrating theses princi-
ples and practices has 
been both engaging and 
informative and I have 
noticed a marked im-
provement in how we op-
erate as a company in a 
short period of time." 
Sean Dalton



running the show. 

From an instructional standpoint, the instructor felt the part-
ners did not receive adequate facilitation training and coach-
ing within the boot camp model. The instructor believes this 
contributed to the relaxing of the process distinctions and 
structure in subsequent months. As a result of this experi-
ence with Timber Homes, two extra sessions were added to 
the boot camp training, both of which focus on facilitation 
training, and a weekly call scheduled with the elected facilita-
tor for six weeks post training to anchor the learning and 
build accountability to the structure.

Results
After working with Round Sky Solutions, the partners once 
again assessed their company.  In almost all areas, positive 
assessments increased, with the largest jumps seen in 
Outputs/Performance and Systems.  The only area to see a 
decreased score on a positive measure was Compensation, 
which appears linked to the greater visibility into their busi-
ness that the partners experienced through engaging in the 
practices. This visibility motivated further business model 
evolutions which could support increased compensation.

In closing survey, some of the themes that emerged in the 
open ended responses were:
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Conclusion
By the end of 2012, and as a result of a lot of hard work, the 
Timber Homes partners had made some critical infrastruc-
ture investments which were needed to support the changing 
leadership roles in the organization. The start of a year long 
leave of absence of one of the partners had been success-
fully navigated and business had grown enough for an eighth 
staff member to join the team. The partners are actively look-
ing into ways to extend their vision into a worker owned co-
operative as a way of further leveraging the power of col-
laboration and are still evolving their business model so it 
can generate more profit.
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"I have a better sense of 
how a business can or-
ganize itself to achieve it's 
goals, etc. I think we are 
already seeing the bene-
fits of the meeting prac-
tices after one round by 
ourselves  - Also I think 
that we are more confi-
dent that we can deal with 
everything that we have to 
do at work.” Sean Dalton


