
Chapter One: Understanding Facilitation 
· What is Facilitation? 
-Leadership role in which the decision-making power resides in the members
-Facilitators act like referees; they watch the actions rather than participate in it.
-Help members define goas and achieve closure
· Differentiating between process and content
-Content (What): the task at hand, the subjects being dealt with, and the problems being solved. The verbal portion of the meeting typically consumes the attention of the members.
-Process (How): the methods, procedures, format, tools used. The style of the interaction, the groups dynamic and the climate established. The process is silent, therefore harder to pinpoint.
-One must be unassertive about the content but assertive the way you manage the process.
- Use “We” when referring to the process and “You” when receiving the content.
· Core practices
-Core practices; manner/style/ behavior of facilitator.
	-Staying neutral		-Recording ideas
	-Active listening		-Synthesizing ideas
	-Asking questions		-Keeping on track
	-Paraphrasing 			-Testing assumptions
-Core practices are the foundation of the facilitator’s styles.
· What does neutral mean?
-Neither asking questions nor offering suggestions.
-The role of this neutral 3rd party is solely to support the groups decision without exerting influence over the outcome.
-3 strategies;
	1. Ask questions; throughout questioning, group members are being prompted 	to 	consider another option, but are not being told whether to accept or reject it.
	2. Offer suggestions; making suggestions doesn’t violate neutrality as long as 	group 	members retain the power to decide.
	3. Take off the Facilitator’s hat; if the facilitator realizes the group is going to 	make a 	mistake, the facilitator has the right to tell the group they are removing 	themselves 	from the facilitator role for a minute and sharing information that will guide them in a 	better decision.
· Conversation structures
		1. Non-Decision-Making Conversations: are those in which group members share 			ideas or information. 
			Examples; Brainstorming sessions, group members share past 					experiences, making a list of individuals preferences or key factors.
		-During non-decision-making discussions, members state ideas but there is no 				element or judging or ranking ideas. Facilitator records ideas as they are 				presented.
		2. Decision- Making Conversations: those discussions in which group members 				ideas are combined to arrive at either an action plan or rule that all members 				feel they can implement or accept.
		-Facilitators need to manage decision-making conversations differently because 				they need to help members arrive at a shared agreement. (Involves; clarifying 				ideas, ping-pong ideas around so others can add their input)

	Non-Decision-making
	Decision making

	Conversations with no action plan or norms
	Conversations in which action plans or norms are made

	Information sharing 
	Interactive discussions where members make decisions

	brainstorming
	List making

	One-way dialogue
	Interactive dialogue

	Facilitator records individual ideas
	Facilitator records group opinion


		
Chapter Two: Effective Questioning
· Focus on Questioning & The Principles of Effective Questioning 
-Questions invite participation
-Questions are also essential for getting feedback from participants.
-Effective questioning means;
	1. Asking the right questions at the right time: select the right type of question and 	phrase it so that is solicits the best possible response. 
		-Stimulate everyone’s thinking
		-Direct the question to the group	
		-Stimulate one person to think and respond
		-Tap the known resource of an expert in the group
	2. Handling answers to questions: if a group member directly speaks to you for your 		opinion about content you have 3 options; 
		-Redirect the question to another group member or refer it to the whole group
		-Defer any questions that are beyond the scope of anyone present and commit 			to getting back to the group with an answer later.
		-Provide the answer yourself only after signaling that you are no longer playing 			the process role and are now providing expert input.
	3. Responding to comments: facilitators often lose neutrality by praising an idea put 	forward by a member. Instead of praising the content switch to praising the process. 
· Questioning types
1. Closed-Ended:
	-Requires one-word answers
	-Closes off discussion
	-Usually begins with Is, Can, How, Many, or Does
	-Example; Does everyone understand that changes we’ve discussed?
2. Open-Ended: 
	-Requires more than a Yes or No answer
	-Stimulates thinking
	-Usually begins with What, How, When or Why
	-Example; What ideas do you have for explaining the changes to our customer?
*Open-ended questions are used more often and are superior to closed-ended questions.
· Questioning formats
1. Fact-finding questions; targeted at verifiable data such as who, what, when, where and how much. Use them to gather information about the current situations.
2. Feeling-finding questions; subjective information that gets the participants opinions, feelings, values and beliefs. They help you understand views and they contain words like think or feel.
3. Tell-me more questions; can help you find out more about the participants are saying. They encourage the speaker to provide more details.
4. Best/least questions; help you understand potential opportunities in the present situation. They let you test for the outer limits of participants wants and needs.
5. Third-party questions; help uncover thoughts in an indirect manner. They’re designed to help people express sensitive information.
6. “Magic wand” questions; let you explore people’s true desires (AKA “Crystal Ball” questions). These are useful in temporarily removing obstacles from a person’s mind. 
Chapter Three: Facilitation Stages
· Stages in conducting a facilitation 
1. Assessment and design
-Make sure the meeting design is based on enough and adequate information
-Start by interviewing the person who asked you to facilitate the meeting
-Techniques; one-on-one surveys, group interviews, direct observations
-Always give feedback about information gathered
-One all data is collected, you must create a Preliminary design (objectives of the session, creating an agenda)
-Ensure that all members understand an ratify the meeting design.
2. Feedback and refinement 
-Share the design with group members to gain their approval (helps members understand the structure)
-If a disagreement arises, ensure that all points are heard and that optional designs are considered
-Stand firm & assertive to promote your design, although be open
3. Final preparation 
-Finalize the design & share it with group members
-Clarify responsibilities for both you and members
-Negotiate power
-Check the suitability of the location of meeting
-Identify all materials needed
-Print all materials and handouts
-Prepare important flip-charts sheets ahead of time or program that data into board
-Be the first to arrive and pay attention to room set-up
4. Starting a Facilitation
-Always be the first to person to arrive. This ensures that there’s time to make last-minute seating changes in the room.
-Room set up is critical for facilitated discussions. A large room with modular furniture works best for both large groups and subgroup meetings. Huge board-room tables, on the other hand, are detrimental to creating an atmosphere conducive to dialogue. A long table tends to reinforce hierarchical patterns and discourage eye contact between members.
- Start each discussion by specifying; purpose, process, time.
5. During a facilitation
-The key contribution of the facilitator during any meeting is to provide the necessary structure and guidance so that discussions are consistently effective. 
-Facilitators must remain neutral about the content of discussions. The best facilitators continually monitor group interaction and intervene whenever they see group productivity decline.
-During discussions, be sure to; ensure that all members participate, ask probing question to further the conversation, paraphrase, monitor time, take notes, encourage members, make interventions if behaviors become ineffective, adjust the process and offer extra tools when needed, maintain a high energy level and positive tone. 
6. Ending a facilitation
-Common problem in ending meetings is closure (no clear path forward)
-As a facilitator making sure the decisions are reached and detailed action steps are in place before moving to the next topic or adjourning the meeting.
-Ways to help bring effective closure to a meeting; provide summary statements, ensure that each action item is accompanied by detailed action plans, help the group create an agenda for the next meeting, exit surveys to get member views about the sessions, thank the participants.
7. Following up on a facilitation 
-Brief meeting = call the group leader to determine the extent in which the session helped the group become more effective.
-Major decision-making meeting = encourage the group leader to send out a written follow up workshop evaluation to the members.
Chapter Four: Who Can Facilitate?
· When to use an internal facilitator
-Paid organization development consultants who are available to help any team needing assistance
-Employees who are interested in developing their group process expertise and who voluntarily take on facilitation assignments in other parts of their organization. 
-Advantages; understand the organization’s history and culture, have a stake in the health and success of the organization, easy to access, less costly than hiring outsiders, aware of the resources available within the organization, follow the outcomes of their work and ensure continuity
-Disadvantages; may lack experience within specific facilitation tools or process, history with some co-workers who will not see them as neutral.
· When to use an external facilitator
-When total neutrality is essential, and discussions require the full participation of all members. 
-Advantages; assumed to be credible, may have more experience leading specialized discussions, members are more likely to trust their neutrality, can afford to take more risks, they are paid for their efforts.
-Disadvantages; lack data about the group, don’t fully understand personalities, they are costly to hire, unavailable for follow-on work.
· Facilitation strategies for leaders
· Empowerment chart
-Level 1; Telling = staff are being told about an outcome and have no input
-Level 2; Consulting = Staff are being consulted for their input, but the final decision will be made elsewhere
-Level 3; Participating = staff are being asked for their ideas and can create action plans, but these plans need approval before they can be implemented
-Level 4; Delegating = staff can make decision and act on their ideas without any further approvals.
· Facilitation as a leadership style 
-Helps groups to identify and commit to achieving ambitious goals
-Build and maintain high-performance teams
-Run efficient and highly effective meetings
-Engage groups in creative thinking
-Settle conflicts between groups
-Helps staff to resolve complex problems
-Manage interpersonal dynamics
· Additional role challenges 
Chapter Five: Knowing Your Participants
· Conducting an Assessment
-One on one interview; allow you to question people about the state of the group and member interactions. 
-Group interviews or focus group; Effective strategy when the subject is not sensitive and when there are too many people to interview singly.
-Surveys; Allow anonymous gathering of information from all group members. 
-Group observation; involves attending a group meeting to watch people interact. Most helpful when conducting team interventions in mature groups. 
· Comparing Groups to Teams
	A Group
	A Team

	-Individual “I” focus
-Individual purpose
-Operates by external rules of order
-Operates alone
-Individuals have position authority
-Meets irregularly
-Focus on information sharing and coordinating
-Have a fixed chair person
-Fights to be right
-Closed
-May like each other
	-Collective “we” focus
-Common goal
-Operates by own set of team norms
-Has linked roles and responsibilities
-Seeks and gains empowerment
-Meets regularly
-Focuses on problem solving and process improvement
-Shares leadership role
-Debated to make sound decisions
-Opened
-Shares a strong bond



· Understanding Team Stages:
· Forming (The Honeymoon Stage)
-Members are first brought together
-Members are usually shy and hold back until they know each other better. 
-Overdependence on the leader.
-Facilitating the Formation Team;
	1. Clear mandate and parameters for the new team
	2. Help members collaborate to create a goal 
	3. Break the ice with activities (create comfort and disclosure)
	4. Identify tasks, roles, and responsibilities.
	5. Manage participation
	6. Provide training in decision-making.
· Storming (The Potential Death of the Team)
-Members experience a discrepancy between their initial hopes for the team and the realities of working together.
-Conflict arises.
-Reasons why storming occurs; problems with the tasks, problems with the process, lack of skills, ineffective leadership, interpersonal conflict, organizational barriers. 
- Facilitating the Storming Team;
	1. Expect and accept tension as normal
	2. Stay totally neutral and calm
	3. Create an environment where people are safe to express themselves
	4. Honestly and openly admit there is conflict
	5. Help members resolve it 
	6. Invite input and feedback
	7. Facilitate communication
· Norming (The turning point)
-Team confronts its problems and resolves them. 
-New rules or norms are set. 
-Members face their issues, accept feedback and act on it.
-4 distinct types of norming activities; survey feedback, force-field analysis, interpersonal feedback, new norm development.
· Performing (The Ultimate Team Growth Stage)
-Everyone wins here. Productivity goes up and so do morals.
-Once a team reaches this stage you will notice; time and resources are used efficiently, everyone is supportive, everyone shares power, takes turn facilitating, members are committed and bonding, decisions are made of higher quality.
- Every group that reaches performing exhibits these 10 traits;
	1. A clear team goal that has been created by the team and that dovetails with 	organizational targets.
	2.Establishes group rules or norms to monitor and improve the team
	3. Detailed work plans that define tasks, clarify roles and responsibilities, lay out 	a schedule of events.
	4. Clear and open communication between members and with those outside 	the team
	5. Clearly define empowerment so that members know which decisions they 	can make.
	6. Well-defined decision-making procedures that help the team know which 	decision-making approach to use
	7. Beneficial team behaviours that reflect good interpersonal skills and positive 	intent to make the team successful 
	8. Balanced participation so that everyone is heard, and the team’s decision 	making isn’t dominated by one or two strong personalities
	9. Awareness of group process along with regular initiatives to improve how the 	team functions.
	10. Well-planned and executed meetings with detailed agendas.
-Facilitating a Performing Team
	1. Collaborate with members more to obtain their input
	2. Share facilitation duties
	3. Offer expertise to the team
	4. Help the team reward and celebrate success
	5. Offer to observe and give feedback to further improve the team. 


· Adjourning 
-This phase is an opportunity for the team leader and members to learn from their experience so that they will be even better team members on their next project.
- Successfully adjourning a team involves;
	1. helping members conduct a retrospective to identify the critical success 	factors of the team.
	2. Helping members identify the weakness or mistakes the team made 
	3. Allowing members to speak to the whole team about their personal 	experiences and to express appreciation for fellow team mates.
	4. Encouraging team members to celebrate their success.
- Facilitating Team Adjourning
	*The main role of the facilitator in the adjournment phase is to provide process 	tools that allow the team to reflect on past experiences.
	1. A team retrospective meeting
	2. A team closure meeting during which members say goodbye and celebrate 	their success.
Chapter Six: Creating Participation
· Creating Conditions for Full Participation
-Basic prerequisites for full participation;
	1. feel relaxed with others
	2.understand the topic of discussion
	3.feel committed
	4.feel safe in expressing their opinions
	5.trust and confidence
	6.comfortable and at ease
	7.organization will support their ideas.
· Removing the Blocks to Participation
· High Participation Techniques
· Encouraging Effective Meeting Behaviors  

Chapter Seven: Effective Decision Making
· Know the Four Types of Conversation
	1. Information Sharing; this includes giving update reports, sharing research, or 	brainstorming ideas for later ranking. No decision making in this kind of conversation.
	2. Planning; this includes activities such as visioning and creating goal statements, 	describing objectives and expected results, assessing needs, identifying priorities, and 	creating action plans. Lots of decisions are made during planning conversation, require 	structure and active facilitation.
	3. Problem-solving; encompasses activities that engage participants in identifying and 	resolving issues together. Gathering data, identifying problems, analyzing the situation, 	plan for action. These discussion result in action that create change, problem solving 	needs to be carefully structured and systematically facilitated.
	4. Relationship building; includes activities that help people get to know each other and 	build cohesion. Includes icebreakers, norm development sessions and conflict 	mediations. Important agreements are made during relationship-building discussions. 	They need to be carefully structured and assertively facilitated.


· The Four Levels of Empowerment & Clarifying the Four Levels of Empowerment 
	1. Level 1= Management Decides, then informs Staff; any decision made by 	management without input of employees. Employees are informed of the decision and 	expected to comply.
	2. Level 2= Management Obtains staff input before deciding; decision made by 	management after seeking input from employees. Employees are consulted but have no 	actual say in the final outcome.
	3. Level 3= Employees decide and recommend; employees discuss and recommend a 	course of action but are unable to act without gaining final approval. 
	4. Level 4= Employees act and decide; the group has been given full authority to decide and implement action plans without having to seek further approvals.	
· The Decision-Making Options
	1. Consensus Building; involves everyone clearly understanding the situation or problem 	to be decided, analyzing all the facts together and then joining solutions that represent 	the group’s best thinking about the optimal decisions.
	2. Multi-voting; setting tool that is useful for making decisions when the group has a 	lengthy set of options and rank ordering the options based on a set of criteria and pick 	the best one.
	3. Comprise; applicable when there are 2 or more distinct options and members are 		strongly polarized. A middle position is them created that incorporates both sides and 	ideas. Everyone wins a few points, and everyone loses some. No one is fully satisfied. 
	4. Majority vote; involves asking people to choose the option they favor. Usual methods 	are a show of hands to take the vote.
	5. One-person decides; one person to make the decision on behalf of the group. This is 	often faster and more efficient to reach resolution.
· Divergence / Convergence Model 
-The level of detail diverges or increases in the early stages of most decision-making processes and does not converge or reduce until later stages. 
	-This happens because in early stages of analyzing the current situation, collecting data, 	uncovering root causes and brainstorming, tend to place more information on the table.
	-The convergence stage does not occur until later when all the data has been amassed 	and sorted down into actionable items.
-Beware of letting groups tackle overly broad issues, since topics get bigger during divergence.
· The Importance of Building Consensus
-Cannot be overstated and must be fully understood by all facilitators.
-Facilitators should always seek to build consensus with everything they do.
-Facilitation activities must strive to be collaborative, participative, synergistic, and unifying.
Chapter Eight: Facilitating Conflict
· Comparing Arguments and Debates 
	Debates
	Arguments

	People are open to hear other ideas
	People assume they are right

	People listen and respond to ideas even if they don’t agree with them
	People wait until others have finished talking, then state their ideas without responding to ideas of the other person

	Everyone tries to understand the views of another person
	No one is interested in how the other persons sees the situation

	People stay objective and focus on facts
	People are attacked and blamed

	There’s a systematic approach to analyzing the situation and looking for solutions
	Hot topics get trashed out in an unstructured way



· Steps in Managing Conflict
1. Step 1= Venting; involves listening to people so that they feel heard and so that their built-up emotions are diffused. People are rarely ready to move on to solutions until they have had the opportunity to fully vent their feelings.
2. Step 2= Resolving the issues; involves taking a structured approach to help group members reach solutions. Resolutions can come through a collaborative problem-solving activity, helping members create an acceptable compromise, or supporting some members in accommodating or consciously avoiding the topic temporarily to allow time for emotion to further cool.
· The Five Conflict Options Pros and Cons
1. Avoiding; when conflict is avoided, and nothing is resolved.
	Pros= gives people a chance to calm down before addressing issues.
	Cons= problem remains to fester and come back even worse.
*When people are emotional, avoiding can be a wise interim strategy.
2. Compromising; finding a middle ground off of 2 opinions. Neutral middle.
	Pros= yield a solution.
	Cons= both parties must give up something they want in order to find a middle.
*Compromising can be adversarial and can leave people divided. 
3. Competing; defending oneself and debating one’s point of view in order to score a win over another person.
*Competing is a combative and hence unacceptable approach.
4. Accommodating; social response aimed more at keeping peace than solving the problem. Asking everyone to just get alone or asking one party in a dispute to give in to the other party.
	Cons=underlying issues are often left unexplored in the interest of keeping the peace
*In some situations, one party might be willing to give in
5.Collaborating; group strives to build consensus. People work together to explore the issue and develop a solution that is the result of ideas for everyone.
	Pros=everyone feels that they were heard, and the final strategy reflects their thinking. 
	Cons= requires a great deal of time and may result in a waste of energy if used on an 	insignificant issue.
*Collaborating promotes a win/win outcome.
· Conflict Management Norms
-one speaker at a time
-look at each other when speaking
-always acknowledge valid points made by the other person
-build on other’s ideas
-don’t dismiss any ideas without exploring it
-don’t be emotional, argumentative, or personal
-never engage in personal attacks
-take a systematic approach to resolving issues rather than just pushing personal points of views
-be willing to accommodate in the interest of group progress
· Giving and Receiving Feedback
-8 step feedback process;
	1. Ask permission to offer feedback
	2. Describe specifically what you are observing
	3. Tell people about the impact of their actions
	4.Give the person an opportunity to explain
	5. Draw out ideas from others
	6. Offer specific suggestions for improvement
	7. Summarize and express your support
	8. Follow up
· Making Interventions
-When to intervene?
	-2 people are having a side conversation
	-people are interrupting and not listening to each other’s points
	-people become overly emotional
	-the discussion is stuck or off track.
· Wording an Intervention 
· Dealing with Resistance 
Chapter Nine: Meeting Management
· The Fundamentals of Meeting Management 
	1. Create and Use a detailed agenda; always have an agenda ready a head of time.
		-Agendas should include: name of topic, purpose, expected outcome, time guidelines 			for each agenda item, the name of person bringing each item forward, the details of the 			process to be used to discussions.
	2. Develop Step-by-Step Process notes; these notes specify how the discussions will be 	facilitated, they specify the tools to be used and how participation will be managed.
	3. Clarify roles and responsibilities; require people to play defined roles.
		-Chairperson
		-Facilitator
		-Timekeeper
		-Scribe
	4. Set clear meeting norms; make sure the group has clear norms for behavior and that those 	norms are created by the group.
	5. Manage participation; make sure that everyone is a part of the discussion, that structure 	exists for each item, that there’s effective use of decision-making tools, and that closure if 	achieved for all items.
	6. Make Periodic Process Checks; use during meetings to keep things on track. Involves stopping 	the discussion periodically to redirect member attention to how the meeting is going. Purpose is 	to shift in focus to engage members in quick review in order to identify what needs to be 	improved.
			- 4 elements in process checking;
				1. Check the purpose
				2. Check the process
				3. Check the pace
				4. Check the people
	7.  Determine Next Steps; define what will be done, by whom and when. These action plans 	need to be brought forward at all subsequent meetings to make sure that the group is following 	through on commitments.
	8. Evaluate the Meeting; 3 basic ways to evaluate a meeting
			1. Conduct a Force-field analysis: what are the strengths and weakness and 				should be done to correct the weaknesses.	
			2. Post an Exit Survey; conduct 3-4 questions that members must will out 				on the way out of the meeting. Take into consideration the responses and use 				them upon the next meeting. 
			3. Implement a Written Survey; create a survey and distribute it to members to 				complete anonymously. This should be done 3-4 times a year for any ongoing 				group. 
Chapter Ten: Process Tools for Facilitators
· Gallery Walk 
-What is it; A safe and participative means of engaging a large number of people in productive conservations about specific issues. A way of using the walls in the room gaining a lot of input from a large group in short time.	
-When to use it; when you want to explore a wide range of topics with a large number of people (at least 20) and have little time to do it. To energize a group and get everyone into the conversation.  
-What does it do; creates a relatively safe and anonymous setting for conversation. Provides an alternative means of generating a group synergy since people get to read and then build on each other’s ideas.
· Brainstorming
-What is it; a technique for getting bigger and better ideas. Puts a full range of ideas on the table before decisions are made.
-When to use it; To generate free flow of creative ideas that are not bound by the usual barriers. To get everyone involved, to create energy, to generate many solutions for a problem.
-What does it do; allows people to explore new ideas and challenge traditional thinking. Let’s people put ideas on the table without fear of being corrected or challenged. It separates the creation of ideas from the evaluation activity.
· Systematic Problem Solving
-What is it; a step-by-step approach to resolving a problem or issue.
-When to use it; when members need to work together to resolve a problem.
-What does it do? This tool provides a structure and disciplined means for large groups to explore and resolve an issue together. Through the analysis step it insures that groups understand their problem before jumping to solutions. This is probably the most fundamental and important facilitator tool.
· Multi Voting
-What is it; decision-making tool that enables a group to sort through a long list of ideas to identify priorities.
-When to use it; to prioritize a long list of items in a fast manner. This tool allows groups to discuss the items and then quickly identify which should be dealt with.
-What does it do; quickly establishes a clear set of priorities.
· Gap Analysis
-What is it; technique for identifying blocks to achieving a desired goal.
-When to use it; when a group needs to understand the difference between where they currently are as compared to where they ultimately want to end up.
-What does it do; lets you explore the missing steps between where you are and where you want to go. It forces a realistic look at the present and helps you identify the things that need to be done to arrive at the desired future.
· Exit Surveys
-What is it; an anonymous tool that takes the pulse of the group in order to determine how things are going.
-When to use it; at the end of the meeting or at mid-point.
-What does it do; provides data about the effectiveness of the interaction so that issues can be surfaced and addressed.
· Force Field Analysis 
-What is it; structured method of looking at the two opposite sides acting on a situation.
-When to use it; when you need to surface all of the factors that play in a situation so that barriers and problems can be identified.
-What does it do; clarifies the resources available and the barriers or obstacles to success. Helps groups understand where they need to focus.
· Decision Grids
-What is it; a matrix of critical criteria used to be assessed a set of ideas to determine which ones are most likely to be the best solution.
-When to use it; when you need to bring more objectivity and thoroughness to the decision-making process.
-What does it do; changes the decision-making process from members arguing for the solutions they feel are more suitable to one where each potential solution is more objectively judged against the same set of factors. 
· SOAR 
-What is it; a strength-based analysis tool used at the start of strategic conversations. A more positive version of S.W.O.T analysis.
-When to use it; to set a positive tone for planning conversations. At the start of strategic retreats. To reframe the current situation in positive terms in solutions where issues of low morale needed to be addressed.
-What does it do; creates an upward spiral of thought, action, and behavior. Encourages creativity and out of the box thinking. Guides strategic thinking toward the possible, without being hampered by the negatives.
· Written Brainstorming
-What is it; an idea generation technique that asks people to write down their ideas, then pass them to another member who builds on them
-When to use it; when people are reluctant to speak in front of others or when there are outspoken members who dominate a session. Also, useful if the issue or topic is sensitive, since the initial idea generation step is anonymous and private.
-What does it do; idea building gives people the anonymity and, hence, freedom to express their ideas. 
Chapter Eleven: Structured Conversation
· Structured Conversations
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