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Preface 
 

By Wayne J. Vick 

 

 

 

This and three follow-on books have been in development for most of my professional life. I have 

been fortunate, over periods, to be joined in this endeavor by a couple of friends and facilitation 

professionals who have provided a counter view to mine and that make me think deeper about this 

“thing” we call facilitation. 

Over the last 20 years if I was not preparing for, delivering or doing a follow-up report for an event, 

I was usually reading at the library, or in my office, doing research associated with this series of 

books.  

My very first experience with facilitation was as an instructor in the Navy while stationed in San 

Diego, CA.  in 1983. I taught maintenance, troubleshooting and repair of electronics on three 

complex systems. My boss returned from a training session and held his first staff meeting using 

facilitation. Wow, what a difference in meeting styles. A short while later I was assigned to the fleet 

and, after five years onboard ship, I was then assigned to Naval Sea Systems Command (NAVSEA) 

in Arlington, VA. Nearly a decade after my first introduction to facilitated meetings, in 1992, I got 

involved in quality programs as a group facilitator for NAVSEA. Within six months I was reassigned 

to serve as the Director, Strategic Planning for Undersea Systems Directorate, SEA 06. Within 

another six months I was reassigned to work directly for the Commander of NAVSEA as the 

Director of Quality for NAVSEA (SEA 00Q/09Q).  

This was an amazing learning period because, while in these roles, I attended, created and 

delivered many quality-related and facilitation courses. Still, as a facilitator, something was not 

complete. Of all the facilitation courses I attended, 14 focused in various ways, not one of them 

was able to present a facilitation model that truly represented or explained facilitation as a system. 

It was always just a set of skills that were used. However, I sensed it had the potential to be much 

more.  

As early as 1992 I began collecting information to be used in a book on facilitation of quality teams. 

In that material was a toolkit with 24 quality-related tools and techniques. A few of the chapters in 

this book and the toolkit originated with that early material. Now, 22 years later, I’ve documented 

hundreds of tools and techniques. 
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In 2002, I led a group of facilitators in the Washington, D.C. region to seek certification with the 

International Association of Facilitators (IAF) as a Certified Professional Facilitator (CPF).  

 

 

During that assessment the lead assessor was intrigued with the planning worksheets and the 

format of the techniques I had developed and used.  

Encouraged by this favorable interest from such professionals, I dove into researching and writing 

articles of topics related to facilitation for what I called the “Facilitator’s Body of Knowledge 

Research Project.” About a year after I started this project, as a personal learning initiative, I 

invited my associates with the Mid-Atlantic Facilitator’s Network (MAFN) to join me and share their 

results in our newsletter and at monthly workshops. The articles were intentionally limited to one 

page, front and back for concepts and models, and front only for techniques. With such a limited 

amount of space a format was important. Over the last 22 years I have researched and written 

about three articles per month. So the project has produced a significant number of concepts, 

models, frameworks, methods, tools, techniques and workshops, probably as many as, if not more 

than, 500. Much of the core information was found, in several forms, online or in other books and 

were rewritten, edited or adapted into the specific format that I use. In a few cases some only 

hinted at the method, which I then set about figuring out how to do. These articles serve as much 

of the content of Chapter 17 and the next book, “The Process-Based Facilitation Toolkit.” 

The core work of this book began to appear with the development of a course we titled “Concepts 

and Practices of Group Facilitation.” After reviewing and mapping the complete literature on group 

facilitation, Charles Markert and I organized the materials in accordance with where the topics 

related to the group process. From that we created the Process-Based Facilitation Model. Then, 

instead of simply putting together a booklet that outlines the concepts of facilitation as course 

handouts, we wrote a course book with 15 detailed chapters to cover all the concepts and practices 

that provided a takeaway for our students to refer to after they were back home doing their own 

work.  

With nearly 10 years of use and updates, the course book provided the core material for this book. 

In July of 2012 I decided it was time to publish this book. Over the next two years everything was 

re-evaluated, updated and re-edited. Hundreds of images we used in the course book were 

reconsidered, dozens more were added, and most were dropped. Still, more than 160 images and 

tables remain. Several new chapters appeared and a few were combined or dropped.  

Throughout this process I have interacted with many professionals who have inspired me in 

different ways, from the authors of a dozen or so books on facilitation-related topics that I’ve read, 

to my partners in research and writing. I have also been fortunate to attend those 14 facilitation 

courses and nearly 180 workshops throughout my directorship of the Facilitator’s Workshop Series. 

So I have seen a lot of examples of facilitation, most good and a few bad. 

I have included three people as co-authors based on the level of input and time they provided. 

Charles Markert, CPF, was my business partner for more than 10 years. During that time he 

initiated several of the original chapters and, since I started the rewrite project, he served as one of 
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my concept editors. Dawn Rhine, CPF, started out as a member of MAFN and a student in our 

facilitation course. Over the years she has become a trusted associate and good friend. With this 

project she spent several months reading, editing and suggesting different ways to approach a 

subject. Dr. Cynthia Pace, CPF, was there in the beginning, discussing and providing input with 

Charles and I on several modules of our course.  

  



 

xiv 
 

  



 

xv 
 

 

 

 

About This Series 

 

 

Process-Based Facilitation: This is the first book in a series on Process-Based Facilitation that I 

have been working on over the past few years. It is divided into four parts: Overview of facilitation 

skills, process-based facilitation, advanced topics and a hefty basic facilitation toolkit.  

Process-Based Facilitation Toolkit: The second book in this series will provide an expansion of 

methods with a much larger collection of all new concepts, models, tools and many more 

techniques used with the specialties listed below.  

Situational Facilitation Styles: This is a topic often touched on by others, but never really fully 

explored or documented, especially for group facilitators. This book will expand on the topic of 

Facilitation Styles to help facilitators uncover and understand their style of facilitation and learn 

ways to adapt it to support groups when their needs change. 

Specialty Facilitation Books: Over the years we have noticed that most professional facilitators, 

like other professionals, tend to specialize. This is often necessary because “specialties” requires 

unique training, in-depth knowledge of language of an industry and experience developed over 

several years working in that industry. Because of this we classify several types of facilitation work 

as Specialties. The remainder of this series will be devoted to specialty facilitation. We hope to seek 

out specialty facilitators to partner with to add their additional expertise in completing these books. 

Specialty books will include:  

 Problem-Solving : There are hundreds of models for problem-solving focused on various 
communities and professions. This book will select two to three different generic models and 
map the methods used for each problem-solving approach. 

 Strategic Planning: Like problem-solving, Strategic Planning has many different models and 
approaches. We will select two to three different models to map that offer the greatest variety 
covering the most needs. 

 Emergency Preparedness: Since 9/11 and Hurricanes Katrina and Sandy, preparedness 
planning is in high demand. Consultants and facilitators with this specialty are also in high 
demand. We turned to FEMA for expert guidance on what to do, and a panel of expert 
facilitators to share how best to help communities prepare for emergencies, develop response 
plans for a variety of threats, and determine the best paths to recovering after an emergency 
has occurred.  

 Community Development: Closely linked to preparedness, community development has 
begun changing to incorporate elements of preparedness planning. However, this is more 
about  
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strategies for community engagement in community development projects.  

 Partnering: This is often considered team-building for construction projects, yet it is much 
more than that. It is more about people from different groups with varying interests learning to 
work together as a team, building joint responsibility for the successful completion of the 
project from all perspectives, while using smart conflict avoidance methods. Partnering 
facilitators guide groups with divergent interests toward trust and serve the common interest 
of the project for the team. 

There are those facilitators who specialize, devoting most of their time and developmental attention 

to these areas. Specialty books take a general concept and select two to four specific models to 

discuss to ensure the concept and each model is well understood. For each model the book will 

present a standard agenda and the tools and techniques necessary to complete the events of that 

model. Specialty books will also have a full Specialty Toolkit.   
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Introduction 

 

Over the years group facilitators have been spreading out, working hard, developing their skills, 

and creating a body of work as a professional industry, separate of that of management 

consultants and professional development trainers. While we have been doing this people from all 

walks of life have been learning about facilitative methods right alongside of us and have been 

applying these skills in other industries. It seems everywhere we turn now-a-days we see and hear 

people calling themselves facilitators. Often these roles are those of a professional in some industry 

using facilitative methods in their job to achieve the desired ends of their customers. 

We believe that, just because someone is not a Professional Group Facilitator, this doesn’t mean 

they are not a facilitator. While I was writing this book to guide someone to use Process-Based 

Facilitation to become a professional group facilitator, I realized that facilitation is spreading, and it 

must also provide a structured approach to other professionals who want to use facilitative 

methods in their industry. So, in opening this book, we wanted to provide a definition of facilitation 

and discuss the differences between what we call professional group facilitators and people in 

different roles using facilitative methods so that they will understand why some of us working to be 

professional group facilitators see their role in a different light. 

A facilitator is someone trained in facilitation, using facilitative methods with 

individuals or groups, to help them understand and/or make informed decisions, 

without inserting an interest or guiding the decision itself.  

If we examine these other roles with respect to the definition of a facilitator, we can accept that 

they, too, can be facilitators. All too often we find people in other professional roles using 

facilitative methods to achieve their own desired goals, in addition to that of their customers, or 

possibly even their own end rather than that of their customers. The key difference we find is that 

of the final two statements of the definition: “without inserting an interest or guiding the decision 

itself.”  So a facilitator considers both their neutrality to interactions around content and avoids 

inserting an interest in the content decisions. Areas where we find issues in the application of 

facilitative methods are that of neutrality and withholding of interests.  

Many training courses in group facilitation methods describe the facilitator as holding a neutral role 

with respect to the group. This neutral role, or position the facilitator maintains, means that they 

don’t take sides around content decisions. To the facilitator this means they are neutral to the 

content decisions.  
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Around the concept of inserting interests, their neutrality extends beyond simply the content. It 

extends to avoiding intentionally, and even unintentionally, steering the group toward decisions 

that may be favorable to the facilitator. 

When an individual has a stake or an interest in the decision being made, they cease being a 

facilitator because they no longer hold a neutral role. They have a stake in the decision, so at the 

minimum they become a stakeholder in that decision. 

As alluded to earlier, so many roles are referred to as facilitators. People are facilitative when they 

apply the methods, tools and techniques of facilitation to what they are doing with others. So, can 

someone called a “Child-Play Facilitator” actually be a facilitator? Can a “Used Car Salesman” be an 

“Automotive Acquisition Facilitator?” Can a Trainer, Teacher or Instructor, be a facilitator? The short 

answer is yes, as long as their activities conform to the definition bolded above. In most cases they 

are a caregiver, used car salesman or teacher who are simply using facilitative methods. 

These are just three examples of people in other roles being facilitative but not facilitators because 

either they are not neutral to the content or they insert an interest in the client’s decision-making. 

The reality is that there are people in many industries, occupations and professions that are 

routinely referred to as facilitators.  

My purpose is not to denigrate them or treat them as something less than what we are. If they 

want to be facilitators, then it is only right for us to help them learn, to gain the knowledge, skills 

and abilities (KSA) of what they profess to be, and to help them apply these KSAs to their field of 

work with people. 

My point has been to discuss the differences between the terms Facilitation, Facilitator and 

Facilitative in an attempt to draw a better understanding of what it takes to be a facilitator instead 

of simply facilitative. 

This book is about facilitation for anyone wanting to use facilitative methods. Our primary focus is 

the person who facilitates group events on a regular basis; the professional group facilitator. Roles 

that use facilitative methods in various professions, such as Trainers, Consultants, Moderators, 

Negotiators, Mediators, Sales and Service Associates, are not specifically the focus of this work. Yet, 

the content of this book will help them immeasurably to learn about, apply and improve their 

facilitation knowledge and skills.  
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How the Book Is Organized 

 

 
This book describes how a facilitator applies process-based facilitation. It is divided into four parts.  

 

Part 1 is the Introduction to Facilitation. The first three chapters are all about the basics of 

facilitation. It starts with an overview of the 10 groups of basic facilitation skills without the benefit 

of the structure a model provides. In bolded text we identify techniques used by facilitators to turn 

these skills into facilitation reality. We then present the Values and Principles to set the bedrock for 

facilitation.  

 

Part 2 introduces Process-Based Facilitation. Included in this part are chapters 4 through 13. 

It starts with a detailed review of the creation of the Process-Based Facilitation Model. Then 

through various chapters we examine different aspects of facilitation using the model as our guide. 

In addition to the model, these chapters are aligned with various sections of our Facilitation 

Planning Worksheets. The model and worksheets are aligned and designed to be used during the 

planning phase, in facilitating the events, and in retrospect to assess our success and learning 

opportunities as facilitators.  

 

Part 3 covers Advanced Concepts and Methods in Facilitation. This is three chapters, 14 

through 16. Core to our success is the idea of active listening and helping others communicate 

effectively. We have very specific chapters for understanding facilitation interventions, evaluating 

the facilitator and exploring facilitation styles, for developmental purposes.  

 

Part 4 features the Facilitators Toolkit and Appendices. Finally, we provide a Basic 

Facilitation Toolkit to help you get started. We also provide a table of definitions for quick reference 

and a complete bibliography. 

 

This book is loaded with figures, tables, and worksheets. We have embedded these in the text of 

appropriate chapters instead of in an appendix at the end of the book; in order to make it easier to 

read, review and understand how to use them. 
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Introduction to Facilitation 
 

 
Part 1 introduces the reader to the basics of facilitation as an introductive overview.  
 
Chapter 1: Basic Skills of Facilitation is organized as an overview of 10 skillset groups that 

anyone can learn and apply. It introduces the basic skills as a prelude to more detailed 

information that will follow in later chapters. Each skill group discusses the skill and shares 

examples of practices and techniques that represent and/or demonstrate that skill group. These 

are presented throughout the text of the book, however, we wanted to introduce the basic 

skillsets of facilitation and then the basic methods and practices that apply to the skillsets before 

they are wrapped in the structure of the Process-Based Facilitation Model.  

 

Chapter 2 presents the Values of Facilitation, what is important about how the facilitator 

needs to think of their role with the group. The Values of Facilitation are concepts that make 

facilitation, and the facilitator, valuable to various groups. In this chapter we describe and clarify 

each value. Values can be realized by two ways: translated through guiding principles, and more 

directly through the use of core practices. Guiding principles are shared in Chapter 3. Core 

practices are shared through Parts 2 and 3. 

 

Chapter 3 shares the hierarchical Principles of Facilitation that should guide a facilitator’s 

actions and behaviors. With discussion around each principle, as in the overview of the basic 

skills, we begin to tie techniques, methods and practices of facilitation together. 
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Chapter 1 

 

Basics Skills of Facilitation 

 

 

 
A Review of 10 Key Facilitation Skill Groups 

 
This chapter shares an overview of the basics of facilitation without a Process-Base perspective. 

The basics are organized as an introduction to the skills through 10 Facilitation Skill Groups. 
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Introduction to the Facilitation Skillsets 

 

 
The “Basic Facilitation Skillset” is an overview of 10 topical groups of knowledge, skills and 

abilities (KSAs) that can be applied without regard to a particular facilitation model. As an 

overview it only introduces techniques, methods of facilitation to the 10 basic skillsets we’ve 

identified. We point out key elements of knowledge, skills and abilities to be developed and 

practiced. Key KSAs and core skills are central to understanding and applying facilitation 

successfully. For the purpose of organizing the information the Basic Facilitation Skillset is listed in 

10 topical groups:  

 

1. Using Process 
2. Planning the Work 
3. Managing Workflow 
4. Using Ground Rules 
5. Encouraging Participation 
6. Promoting Effective Group Communications 
7. Intervening When Needed 
8. Modeling Effective Behavior 
9. Observing the Group 
10. Closing the Session and Follow-Up 

 

In this chapter we introduce a number of terms that can be very confusing because they can 

sometimes be used interchangeably. While we present a glossary of definitions in Appendix 1, we 

want to start by defining a few terms:  

 

 Concept: something conceived in the mind, an abstract or generic idea that is 
generalized to represent how things around us work. They are theoretical 
representations or broad ideas that may not be fully developed or well thought 
out. An example is the concept of Strategic Planning. Many parts of strategic planning can be 
discussed conceptually, or generally, without the specifics of how it is done or developed. 

 Model: a standard, representation, design or construct of an approach to doing 
something specific. They are constructs, detailed ways of doing something, 
created around a system or theory to represent how the world operates with 
respect to that idea. They describe the preliminary work or construct, as in a plan, 
for how something works; they are a schematic description of a system, theory or 
phenomenon that accounts for its known or inferred properties. There are many 
strategic planning models. An example is the Total Strategic Planning (TSP) model. TSP model 
is a construct of how to do strategic planning in a specific way.   
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 Framework: a structure composed of techniques fitted together to accomplish 
something. Frameworks can be an incomplete model or something designed to 
address elements of a concept. Using the strategic planning example, a framework can be 
created to meet the data collection requirements for planning. 

 Method: the mix of tools and techniques used to accomplish something specific.  
(It’s not unusual to hear these three terms, —Methods, Tools and Techniques —used 

interchangeably.) 

 Tools: implements with physical properties and characteristics through which 
various techniques are used when working with groups. Examples of tools in 
facilitation include flip chart, sticky wall, colored markers, computer and projectors, portable 
facilitation walls and organization schemes such as a fishbone or herringbone or fishbowl 
organization layout, etc. Just remember when talking about tools, we mean the facilitator’s 
wrenches.  

 Techniques: constructs of the process, step-by-step procedures designed to do 
something specific, used with the groups we facilitate. They are strung together in 
different ways, to form methods, depending on the type of engagement desired 
and the needs of the group. They are step by step instructions often designed to be 
used with a specific tool, or can be constructed in such a way that one can choose 
the tool and adapt the procedures for use with that tool.    
 

NOTE: In this chapter specific methods or techniques are bolded so that they stand out. As this 

is just an overview of KSAs and associated techniques, the methods and techniques are NOT 

described in any detail in this chapter. Details of these techniques are found in later chapters. If 

desired, use the index to find other locations in the book that discuss the technique to find the 

detailed descriptions. 

 

 

1. Using Process 

Central to both perspectives of the Basics of Facilitation and the Profession of Facilitation are 

Process skills. Everything a facilitator is asked to do, every job or task, will have related to it, 

sometimes in multiple ways, something to do with process. To the facilitator, even the most basic 

skills of facilitation have some element of process associated with it. It is, therefore, imperative 

for the facilitator to understand processes and how to apply them with groups. In the world of 

facilitation processes occur on many levels of abstraction. Like with fractals, as described in Chaos 

Theory, processes can be seen from the broad, very generalized approach to, sometimes two to 

three levels lower, the very focused steps needed to accomplish something specific.   

Additionally, key process knowledge and skills are important for the group process. The group 

process is the basic structure through which all the work we do is accomplished. In the basics of 

facilitation, it is how we string the questions, conversations and dialogue together to accomplish 

the end results, or to help the group achieve their purpose or objectives. 
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Looking at it from the profession of facilitation, the work we help groups accomplish is what we 

often refer to as “Specialties of Facilitation.” These are events focused on such work as problem 

solving, strategic planning, partnering, emergency preparedness planning, community 

development, etc. For each of these specialties there are several different approaches, models 

and methods. And all of them use process of increasing levels of detail as we drill down from 

general to specifics. 

Group Process: Above, we mentioned that process skills are imperative for the group process. 

Group Process is a core point of knowledge and applying it with a group is a key skill in 

facilitation. Group Process refers to the way we 

organize the work to get things done. There 

are some minor variations on the steps from model 

to model, but basically, as described in Chapter 6: 

The Group Process, it involves the seven steps as 

noted below: 

 

1. Focus on Purpose 

2. Plan Process 

3. Gather Data 

4. Process Information 

5. Examine Options 

6. Make Decisions 

7. Document Results 

Concepts, Models, Frameworks and Methods (Tools and Techniques): In the real world, 

group process is built through the application of various concepts, models, frameworks and 

methods. Depending on what the group is trying to do, the facilitator selects a concept or model 

that best meets their need. Then, based on several factors including the group culture, level of 

education of group members, desire to learn new methods, time available for work and work 

space organization, the facilitator will select the tools and techniques or a framework to do the 

work and that supports how they want to engage the group. 

Applying facilitation skills, even on a moment’s notice, we must consider how to align our thinking 

and application with the group we are helping. Are they trying to “solve a problem” or do they 

just need a “plan of action?” Without the general knowledge of a concept or model with which to 

align our approach, methods applied will become disjointed and difficult for everyone to follow. 

For instance, a plan of action is a result included in many types of events. However, if we were 

doing strategic planning, the model would first have us explore the future before we started 

trying to identify what actions we would take to create it. If we were problem solving, we would 

need to explore root causes and then options to address the problem, before we began planning 

actions. When viewed separately, concepts or models do very different things for us. However, in 

the big picture they help us understand what we are trying to accomplish. 
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Most concepts, models and methods in facilitation are designed to follow the steps of group 

process at a higher level of abstraction. Individual techniques will also cover the steps of the 

group process, but at a more operational, or detailed level. Most techniques do not completely 

address all the steps of the group process. For this reason we will string multiple techniques 

together, used in series as a means of covering all the steps. 

Standardized Discussion Methods: In most cases facilitators are given the time and 

information needed to plan a facilitated event. However, that is not always the case. Professional 

facilitators will tell you that having a basic discussion methodology ready to use as a framework 

for nearly any group discussion is a critical ability that every facilitator must learn. 

The Focused Conversation Method (aka ORID or FEMA) or the Action Discussion 

Framework methods are key skills that help us follow the group process. The flow is simple and 

easy to remember, and it takes just a little training to learn. By learning and understanding these 

standard discussion methods you will have a ready-to-use group process methodology available 

at any time, on a moment’s notice. 

There are several other ways that process is important in facilitation. This is discussed in more 

detail in Chapter 5: Event Planning and Agenda Design, Chapter 6: The Group Process and 

techniques are found in Chapter 17: Basic Facilitation Toolkit. 

 

2. Planning the Work 

With group process, we must learn to plan events. To do this, we need to have standardized 

methods and processes for planning. Chapter 5: Event Planning and Agenda Design reflects the 

need for planning. Planning an event begins with identifying the needs of the group, their 

purpose and objectives, understanding the need that drives them to undertake the event. Even 

starting from scratch, within just a few sessions, a facilitator can gather a list of things they need 

to know to begin planning almost any event.  

Planning the Agenda: If a facilitator were 

asked to step in on a moment’s notice to help a 

group already in progress, one would expect 

the facilitator to take a few moments to 

prepare an agenda or modify an existing 

agenda. They might even do it with the group’s 

help. To do this, the facilitator would reflect on 

the steps of the group process, use it to 

structure an agenda and then determine the 

simplest methods for doing each step. Often 

they must consider the current space limitations, the materials available in the room and time 

already allotted to the event.  

When planning a future event, the facilitator basically does the same thing with respect to the 

agenda. Using our understanding of group process, we identify what we are asked to do and then 
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break down what is needed into basic steps to design the step-by-step process. As a shortcut to 

this, once we know what we are being asked to do, we can turn to the Concepts, Models, 

Frameworks and Methods to see if we have an approach that best fits the group’s needs. Then 

we determine which tools and techniques will be used to identify the methods that can be used to 

fill the steps of the process.  

Planning the Mix of Activities: One primary consideration in planning a future event is 

identifying the mix of activities to make the event interesting, or at least to keep the participation, 

energy and interest up. The mix of activities refers to the different ways in which we engage the 

group members. We need to engage group members to ensure that we see the full picture, 

gather information from everyone, give everyone a chance to be heard, avoid having one or a 

few people dominate the conversation, and keep everyone involved. This often breaks down into 

four participation modes: Large group, small groups, individual work and breaks. (It is surprising 

how much work gets done during the breaks.) A more detailed discussion continues in Chapter 5: 

Event & Planning Agenda Design.  

Planning for Event Logistics: For any event there are logistics that need to be considered and 

planned. In a standup engagement, something that occurs at a moment’s notice, the facilitator is 

limited by what is available in that moment. But even then, a facilitator’s creative approach can 

surprise many. In one event I used paper plates for name tents so I had names to go with the 

people. You will want to consider that you have enough space for the size of the group you are 

expecting, how you will arrange the group for different activities, and what kind of tables are 

available for the type of event (chair circle, round tables, classroom, theater style or standing). 

Based on the agenda mix of activities and the selected methods, what supplies will be needed? 

What about logistics for alternative methods? Does your list include the basics; e.g., markers, 

paper, sticky walls, flip charts and tape? Does the room have work and wall space to keep the 

work visible and sequenced? If not, are there alternatives? 
 

3. Managing Workflow 

Managing the workflow means that the facilitator needs to keep the group focused on the work, 

quickly transitioning between topics and off of side topics. They keep the work visible to all 

participants, so they can participate and use parking boards to manage information flow. 

Transitioning Activities: As depicted in Figure 1-3, when transitioning between activities, 

facilitators tie the upcoming work with the work that the group just completed, and then they 

relate this to the overall purpose. Facilitators use a transition activity called a “Checkpoint” and 

it is done in the first few moments of a new activity. The 

Checkpoint has three parts:  

1. The Review briefly tells the participants what they just did in the 

previous activity.  

2. The Preview tells the participants what they are getting ready to 

do.  

3. And the Big View relates the results to the higher Purpose or 
Objectives.  
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The facilitator might be heard to say, ”OK, we have just gathered all of your responses identifying 

the significant issues we face in the production of widgets. The next step is to organize the list 

and group them into similar types of issues. By doing this we may be able to see what issue 

group has the largest number of issues, or maybe which are the most difficult to resolve. This is, 

of course, what we have been assigned as our purpose.”  

See Chapter 6: The Group Process and Chapter 7: Session Opening for more info. 

Keep the Work Visible: Second, during the work, if possible, facilitators keep the work progress 

visible to everyone with methods like these:  

 taking notes on flip charts,  

 posting cards on Sticky Walls,  

 projecting notes from a computer 

 illustrating concepts on butcher or banner paper               

They also use the wall space to post work artifacts to keep the work visible so it can be 

referred to as needed. As much as is practical, this work is posted in a chronological way, from 

left to right, so that it follows the agenda and makes it easier to find and review. This review is 

known as Walk the Walls.  

There are three ways we Walk the Walls:  

1. Review is a simple review session done after a break or lunch. It is used to remind 

everyone of the work they have done, showing the group’s progress, and to bring the focus 

from outside conversations back to the topics at hand.  

 Physically – walk along the wall of posted work progress. 
 Verbally – review, in general terms, the work accomplished. 
 Touching – point to work artifacts, to focus the group’s attention. 

2. Extended Review. If the work is interrupted overnight or over a weekend, we want to 

expand on the basic review and talk more about the results and key parts to refresh the 

memory of the participants.  
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3. Closing Review is a major activity that is discussed in Chapter 11: Closing the Session. It 

is used to review, confirm and recognize, or even celebrate the amount of work the group 

did. 

Use Parking Boards: Sometimes called the Parking Lists or Parking Lots, this is a generic name 

for three lists that are posted adjacent to the primary work area. Usually located together the 

three include Issue List or Parking Lot, Decision List and Action Lists. To keep work flowing, the 

facilitator will move issues that are off-topic to a Parking Lot. Parking Lots are used to hold 

items that come up in conversation that are appropriate topics for the group, meaning they are 

consistent with the purpose or objectives of the group, but are not consistent with the current 

topic of discussion. The idea is to keep the group focused on the current topic and save anything 

that goes off topic for another, more appropriate, time. Within a few moments of the discussion 

going off topic, they will query the group to determine if the current discussion is still within the 

scope of the discussion topic. If not, they may ask the individual central to the issue to place the 

topic in the Parking Lot.  

They will also ensure that decisions and actions are documented as they are made in the 

Decision List or Action List, respectively, so as not to lose progress.  

For more information on Parking Boards see Chapter 7: Session Opening, Chapter 11: Closing the 

Session and techniques describing these are found in Chapter 17: Basic Facilitation Toolkit. 

 

4. Using Ground Rules 

Societies are full of rules governing the actions and 

behaviors of people. The longer society exists, the 

more rules are created to get people to conform. In 

facilitation, we use ground rules to shape the 

expected behaviors of participants for success of 

the group’s purpose. Ground rules are a list of 

appropriate behaviors in the group setting. They 

represent an agreement among the group members 

that identifies patterns of expected behavior of 

successful groups. In simple terms, they are a code 

of conduct for a meeting.  

Effective ground rules address several expectations 

relative to how the group works together. They are 

designed to minimize and manage personal conflict, 

assign responsibilities, pursue honest interactions, gain full participation and promote effective 

listening. They help us enforce deadlines and time limits and require good record-keeping and 

reports. Behaviors covered by most popular ground rules include how we: address disruptions, 

control the floor, control the agenda or time, encourage participation, show respect to each other 

and manage decision-making. 
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Ground rules can cover a complete spectrum 

 from the simple and expected: 

o manage external sharing of information 

o disagree without being disagreeable 

o have some fun;  

 to the odd and unique: 

o manage your egos 

o meaning is in the listener 

o listen for the future to emerge. 

Some groups document them as “avoid” or “don’t do” type rules, while others like to advance a 

positive set of rules that encourage specific behaviors. Groups may use rules differently because 

of the culture of the organization or due to specific issues with personnel. There are several 

methods for generating ground rules. The one used often depends on how long the group will be 

working together. The longer the work takes, the more time you might want to allot to setting 

specific rules for behavior. For shorter meetings, the group is often willing to abide by a set of 

ground rules suggested by the facilitator. The number of ground rules is not set in stone. Popular 

authors offer the range from 7 to 12 in general. I’m a proponent of setting just a few key rules 

and, if needed, adding some later.  

Managing and Enforcing Ground Rules is the responsibility of the entire group. Many believe 

this is the facilitator’s job because they have been hired or assigned to facilitate the group. Often, 

the facilitator is the person who points out the infractions. However, they do this because they 

are modeling appropriate behaviors. In reality, responsibility lies firmly with the entire group. One 

technique used for this is the “Three-Knock Rule.” Chapter 8: Ground Rules discusses the 

concept of ground rules in detail while Chapter 17: Basic Facilitation Toolkit has several ground 

rule development techniques. 
 

5. Encouraging Participation 

One of the hallmark facilitation values, number 4 in the Values of Facilitation chapter, is about 

how facilitators invite and engage a broad level of participation of individuals attending the event. 

Let’s face it; while we are really interesting people, usually, facilitating a work group is not about 

them listening to us talk. It’s about us getting them to engage in meaningful ways that helps 

them accomplish their tasks. Often facilitators also have to work to overcome social codes, 

community and group cultures, to engage the participants in order to uncover the full picture 

during a discussion or problem-solving initiative. 

A central tenet of group work and facilitation is the valuation of individual participation. As a 

facilitator, we work with groups that have a mix of participation from only one person speaking to 

everyone being fully engaged. From our perspective, full engagement is a highly desirable 

condition for a group. The idea is that if people are engaged, their thoughts and concerns are at 

least heard and considered before a decision is made. That is the minimum we aim for in working 

with groups.  
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In society there are many barriers to full participation. We’ve already mentioned cultures and 

social codes as two general barriers. In that same societal category, generating agreement is 

often more valued in some cultures than discussing differences or allowing everyone to express 

their thoughts. So, these two barriers are significant things to overcome. Language is another 

barrier, in various forms, not the least of which is the use of language itself. Participants may 

speak several different languages and the language of choice may not be understood by all or 

spoken only by a few. In addition, some people are more adept at using the language than 

others. Some may not understand the meaning of the words that are used. There are also special 

or technical languages that are often used in open sessions that limit the ability of people to be 

included because they are not involved in the technical aspects of a topic. Power is another 

barrier. Some people want to maintain, thereby limiting the power others can have to participate 

in decision-making. 

To encourage participation we use several methods: 

 We plan activities in the agenda that encourage and sometimes even force people to 

engage and participate. Activities can be discussions, writing, creative projects or games. 

 We mix the activities with breaks, individual work, small group work and large group. 

People need time to think and process what they are discussing. It is not unusual for a 

series of activities to follow a pattern something like this example:  

o Individual writing of issues,  

o Triads share and prioritize,  

o Three triads (3x3) share priority 1 and 2 issues and select the most important.  

o 3x3 small groups brief other 3x3 groups, then large group votes on top issues. 

 We use Round Robin discussion methods (individual to individual) or identify individuals 

who are given the floor. 

 Facilitators control the pace and determine who talks and in what order. 

 We also challenge speakers to use common language terms or to clarify their meaning in 

ways everyone can understand. If they don’t, the facilitator uses themselves as the person 

that doesn’t understand and asks questions to uncover meaning and simple 

explanations.  

Participation is covered as a core value in the Chapter3: Values of Facilitation. 

 

6. Promoting Effective Group Communications 

As the facilitator of a group, one of our primary tasks is to serve the group by helping them 

improve their communications. Active listening provides a key set of strategies for improving 

communications. Some might think that active listening is for one-on-one communications, but 

it is an effective method used in the group environment (one-on-many) as well.  

The one thing we must remember as we apply active listening is that facilitators must remain 

substantially neutral on issues of substance to the group. This means that we insulate our 

opinions on content from the group — we keep our opinions to ourselves.  
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To exercise Active Listening we employ the following 

strategies and techniques: 

 Remove or reduce distractions to good listening. 

(side conversations, parallel activity, thinking of a 

response, phones and email) 

 Attend the speaker Give the speaker your mental 

space, look at the speaker, turning toward them, if 

necessary closing the distance between you. Also, 

stroking and contracting are effective techniques for 

attending the speaker. 

 Positive prompts, probing and perception checking are short-verbal and non-verbal 

feedback to let the speaker know you are listening to and understand them like “I see” or 

“uh-huh” without demonstrating any judgment or opinion. 

Facilitators also use two additional communication skills to provide immediate feedback to the 

speaker: 

 Paraphrasing: This is restating what another person said to let them know you get their 

message. Paraphrasing is repeating the main idea of what was said without using the exact 

words. When possible the facilitator uses paraphrasing to shorten what someone said as a 

way of confirming that they got the message without restating word for word what was 

said. Always check with the person to get agreement that the paraphrase was accurate.  

 Summarizing: This technique is often used as an extension of point-by-point 

paraphrasing. Used near the end of a conversation, summarizing organizes key points of the 

conversation. When you summarize, you boil it down to its essence or core message, ideally 

to the point of isolating the key verb and noun components first. Offer a summary 

tentatively with phrases such as: you seem to feel that...; What I hear you saying is...; Is 

that right? Would it be fair to say that you feel... This gives the participant the opportunity 

to confirm or correct you. Then clarify and restate it succinctly to document and move the 

discussion on. Summarizing can also be used with speakers who seem to ramble on forever. 

Often these people use speaking to shape their 

thoughts. Summarizing the key points helps to clarify 

what was said for everyone. 

If you are limited in the time you have to attend a subject, let 

people know upfront. 

 Questioning: The facilitator uses questions to gather 

information, confirm conclusions or provoke thought. 

Having a good questioning strategy is always helpful. A 

good facilitation plan is based on a well-designed 

questioning strategy. Chapter 10 Questioning 

Techniques provides strategies for developing 

questioning skills. 
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 Voice: The facilitator must develop a command voice — one that enables them to speak 

loud enough to be heard by all. By the same token they should learn how to use their voice 

— sometimes a whisper — to capture the attention of group members. 

 Use silence to organize your thoughts and allow others to do likewise. Often after asking a 

question to the group the facilitator needs to accept a period of silence to give the group 

time to think of answers or to force an answer from a reluctant group. 

There is significantly more involved with Active Listening and Effective Group Communications. 

Turn to the Chapter 13: Effective Listening Skills to learn more. 

 

7. Intervening When Needed  

From time to time the facilitator, working with a group, might need 

to step in between group members or the activity, to intervene, in 

order to redirect the path of the conversation toward a more 

effective and useful result. This is one of the areas of facilitation 

that most facilitators fret about on a regular basis. It was also one 

of the most requested workshop topics in my experience as a 

facilitation workshop organizer. Most authors tend to call this 

conflict, yet, we see it as a mix of growing interpersonal issues 

that can be addressed long before it turns into conflict. 

Intervention can be defined as: “The act of inserting something 

into a group process to change the course of the work resulting in 

a change to the potential outcomes.” What makes this difficult is 

that it depends on the situation to determine what is inserted to 

adjust the group. What is important for the facilitator at this point 

is using a few structures to guide when and how we intervene. 

Procedurally, there are three approaches to intervening: the Incidental Intervention, the 

Immediate Intervention and the Planned Intervention. Planned Interventions are about 

adding activities to future agendas to teach or allow the members to experience something. So 

for the purposes of laying out the basics, we are most interested in the Immediate Intervention 

Approach, described in Table 1-1. 

Another approach to intervention that facilitators must know is the application of the 

Intervention Ladder. Imagine if capital punishment was the only way we had to deal with 

infractions of our criminal code. Anarchy would reign. What if expulsion were the only method  

we had to deal with conflict and disagreement in a group? We would be a group of one, working 

individually because we couldn’t get along. In every group there is going to be resistance. That 

resistance could be to what someone is saying, to the direction the group is taking, or even to the 

seating or just how something is said. Because resistance is to be expected we help participants 

communicate better and express themselves so they are understood.  
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Regardless of the intervention model used, the facilitator always applies an intervention with an 

eye to the impact and risk the intervention will have on the individual and the group. We select 

an intervention approach that will effectively achieve the aim of the intervention. Yet this 

approach is graduated from the simplest, low-risk level up enough to be effective but protective 

of group participation. This is called the Intervention Ladder approach. This approach is discussed 

in more detail in Chapter 8: Ground Rules and also in Chapter 15: Facilitation Interventions. 

 

Intervention Models 

In addition to the intervention approach there are three popular intervention models in general 

use. These models are depicted in Table 15-2. The Facilitating Intervention Model (FIM) and 

Physician Intervention Model (PIM) are very similar intervention styles yet the PIM uses a 

metaphor to relate to a broader audience. The Diagnosis Intervention Cycle (DIC) is similar in 

language and approach to the FIM. Table 15-2 compares three intervention models so you can 

select and use the one that best fits your style. They are essentially the same as the Immediate 

Intervention Approach, below, but may use a language that resonates better with you. PIM and 

DIC are described in Chapter 15: Facilitation Interventions. (Vick and Markert, 2004) (Bens, 2000) 

(Schwarz, 2002). 

The nuts and bolts of intervention lie in the types of issues that need to be dealt with: 

1. Management of Disagreement. Disagreement may sound like conflict but it isn’t, as long 

as it is caught early. If you don’t, it is likely to turn into conflict. Disagreement is normal in 
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the course of people working together. And it is often good for us because with 

disagreement, we can learn and sometimes even change.  

2. Dealing With Difficult People. People fall into categories when it comes to being 

difficult. Once you can identify who is being difficult and the issue type they present, the 

solution becomes relatively easy to deal with. As much as possible, keep the focus on the 

issue and not on the individual. 

3. Group Conflict. Conflict can be caused by a number of different things such as: people not 

listening, differing values, people have a history, people select viewpoints, people serve as 

opposing archetypes, people unclear about procedures, and people misbehaving. 

With each of these, it is best to intervene early to avoid it or to catch it before it blows out of 

proportion. Apply the Immediate Intervention Approach or whichever of the three intervention 

models suits your needs. 

Chapter 15: Facilitation Interventions provides ways to explore and address the different types of 

group resistance (conflict) discussed above: 

 We provide a table of Coping Strategies for different types of group resistance. 

 Another table is provided for issues associated with Difficult People. These describe an issue 

and provide strategies for overcoming the issue. 

 Finally, preparation and prevention is the key to warding off conflict. A table provides 

progress and intervention strategies focused around five different points of a conversation 

with example statements. 

 

8. Modeling Effective Behavior 
We’ve mentioned, several times, how facilitators are 

models for effective group behavior. The behavior (actions 

and attitudes) of the facilitator as they work with the group 

becomes the model participants use for appropriate 

behavior. So, the facilitator needs to be clear with their 

behaviors, techniques and methods for effective group 

skills. Effective Meeting Skills, shared in our article and 

short course, called the “The 10 Commandments of 

Effective Meetings” provides the minimum 

recommendations for effective group work in meetings. 

The short course was written for a client to use to train 

their staff as to what was expected of them when they held 

meetings. It shares the required minimum behaviors to be 

effective; then offers world-class upgrades that can also be 

applied. These are briefly shared as follows:  

1. Set an Agenda: Set an agenda in advance of the 

meeting. Focus on a purpose and get input from key 
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individuals for the objectives. An agenda will share the purpose and objectives, when and 

where the meeting will take place, what is required of participants in preparation, agenda 

item topics with the individual responsible, etc. Don’t be overly ambitious with the agenda. 

Topics usually take more time to cover, not less time, than you think. 

2. Deliver Agenda in Advance: Distribute the agenda in time for individuals to prepare for the 

meeting. We like to send out the agenda at least 48 to 72 hours in advance for routine 

meetings, and longer if participants need to do significant preparations. 

3. Prepare Meeting Space: Arrive early to arrange the room, tables and walls. Preposition 

materials, name tents, markers and paper. Set up the focal point for the work (aka the work 

space). Post the purpose and objectives, ground rules and issue boards. Remove or minimize 

distractions in the room (close blinds, get lights that flicker replaced). 

4. Managing Time: One of the hardest things to do is to manage how we use our time and 

that of others. So before you schedule a meeting think about the following: 

 Value the individual’s time. First, schedule no meeting that isn’t absolutely necessary. 

Value the individual's time by letting them know that you always start your meetings on 

time. By the same token they should be able to count on you to end the meeting on 

time as well. 

 Keep the group moving: While you have their attention and presence, keep the group 

working and moving forward. Recognize when an activity might have a small group 

working a longer period than the others and be prepared with additional activities. 

 If time is limited, tell them. Ask their assistance in working within the limits. 

 Use a Time Check, if the conversation is getting out of hand use a Time Check to reset 

the expectations. 

5. Do a Meeting Kickoff: Cover the essentials; purpose, objectives, ground rules, admin, who 

is here, decision-making path and the deliverables. 

6. Keeping a Clear Visual Record: Whether you use a 

flip chart, sticky wall or computer and projector, keep 

a clear visual record of the key points during the 

meeting. If you are doing problem-solving, organize 

the record to reflect the method. Limit the space to 

one or a few pages based on how much time you 

allotted for each activity. If you are using the wall, the 

record should be a summarized chronological 

representation of the conversation. 

7. Walk the Walls: Between breaks, lunch, overnight 

and major activities, walk the walls to share what has 

been accomplished and where you are in the agenda. 

8. Assess the Meeting: At the end of each event do 

one of three types of assessments: Session, 

Participation or Self-Assessment. One way of doing this 

is with an assigned Observer. If the group meets on an 

ongoing basis, use all three types from time to time to 
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track progress. 

9. Be Open to Feedback: Be open to the feedback and seek ways to improve from meeting to 

meeting. 

10. Publish Meeting Notes: Publish the notes within 72 hours of the meeting. Distribute a set 

of meeting notes that have the basic artifacts of the meeting and the action list. 

Modeling effective behaviors also means we act in ways that we expect our participants to act. 

We want them to be involved, in all aspects of the event from planning to report writing. We also 

want them to be responsible members of the group. We want them to be self-managing and self-

regulating. So the ground rules belong to the group. When we call someone on a rule infraction 

we are doing so to model effective behavior.  

 

9. Observing the Group 

In the last section we mentioned using an assigned observer. While this is helpful in gaining 

feedback in the group, this section is actually more about developing the facilitator’s observation 

skills. One of the key skills of a seasoned facilitator is observing the group. Among group 

members, behaviors, attitudes, opinions and experiences of each member are collectively 

influenced by other group members. The dynamics of the group are dependent on the dynamics 

of the individual’s following the group norms and ground rules, contributions to formation, 

development and performance.  

The facilitator, as an observer, watches for clues as to how an individual’s behavior and practices 

contribute to the group’s success. We are interested in observing the following: 

Group Dynamics: One important area of observation 

is group dynamics. Group dynamics is based on the 

work of Kurt Lewin and Bruce Tuckman. Most people 

treat Group Dynamics as Tuckman’s Stages of Group 

Development. Bruce Tuckman identified this approach 

to describing group development in 1965 with Forming, 

Storming, Norming and Performing stages. In 1975 he 

added the fifth stage Adjourning. In a superficial way 

this is the dynamics of group development. Yet, we 

have to look deeper at group dynamics to find the areas 

we want to observe to gauge where there are issues. 

Group dynamics are the underlying processes that give 

rise to the purpose and common goals, a set of norms, 

roles and relations that characterize a particular group. However, this is much more than just the 

developmental stages. So when we speak of group dynamics we also focus on (Lewin, 1947) 

(Tuckman and Jensen, 1977): 

Clarifying the group’s purpose and goals. We should expect and even promote an early 

conversation about the group’s purpose and goals. Even with homogenous groups we should 
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recognize that people see things from differing perspectives and need to have the purpose, goals 

and objectives clarified before they commit to working to achieve them. As facilitators we are 

interested in seeing who engages in this conversation and those who ask no questions and offer 

no suggestions.  

Defining boundaries of work including setting ground rules. All effective groups establish 

boundaries for their work. Where does their work stop, how far do they go, or what is off limits. 

Boundaries also include how they work with each other and with people outside the group. These 

are often established and defined in ground rules. See Chapter 8: Ground Rules. 

Observing group norms (ground rules). In addition to being involved in establishing the 

group’s ground rules we are also interested in how individuals participate in observing and 

enforcing their ground rules. To what extent do they own their behavior and the behavior of the 

group? 

It’s also about knowing and observing when members are filling the Task and Maintenance Roles 

and what is needed for the big picture health of the group and their task.  

Task Roles: How group members work together to accomplish the group’s work. This involves 

the way individuals contribute to or, conversely, distract from groups collective success. Task 

roles include: 

 Coordinating – coordinates work and activities of the group.  

 Initiating/Contributing – suggests new ideas, solutions, definitions or organized 

approaches.  

 Providing Information – provides facts, generalizations or experience. 

 Seeking Information – to clarify ideas, suggestions and points of view. 

 Elaborating – provides examples and develops meaning, envisions how something might 

work.  

 Giving Opinions – states opinions, beliefs or values. 

 Diagnosing – seeking source blocking progress or difficulties, clarifies steps to correct.  

 Orienting – bringing group back to task when off track. 

 Assessing/Evaluating – initiates analysis of group accomplishments according to 

established standards. 

 Summarizing – reviews ideas or suggestions following discussion, offers conclusion or 

suggests decision. 

 Testing Consensus – checks group’s opinion to assess for approaching consensus. 

 Recording – takes minutes of notes for group memory or reports. 

How the group members work to achieve their own wants and needs is also important to 

facilitators. We want to see how individuals work with others to address their own needs and 

wants. Do they demand that their wants and needs be addressed first and then just don’t care 

about others or are they willing to give and take. Finally, are there people who don’t make 

demands and just go with the loudest and most demanding members? 
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Maintenance Roles: How and when do group members fill necessary group maintenance roles? 

This is actually a fairly broad area of concern. Facilitators must, from time to time, observe the 

group to determine if there are unmet maintenance roles. Identifying who, during the day-to-day 

work, are filling the basic maintenance roles of the group.  

Maintenance roles include:  

 Gatekeeping – Helps other members participate and avoid individual dominance. 

 Communicating – Explains or summarizes what others are saying. Helps members to 

understand each other. 

 Encouraging/Supporting – Accepts contributions from others and is responsive to others’ 

ideas. 

 Harmonizing - Helping people get along by managing conflicts. 

 Observing Group – Observes and evaluates the group’s work progress. 

 Empathizing – Sensing and sharing their understanding of what others might be feeling to 

help keep members connected. 

 Sharing – This is about expressing reactions or sharing personal feelings. 

 Compromising – Offers or helps to uncover compromises when needed. 

 Setting Standards – Suggests standards to achieve or challenges unproductive behaviors. 

 Checking environment – Evaluates the work of the group against practicality, logic or 

procedures. 

 Releasing tension – Jokes or jests, provides wider context to diffuse tension in the group. 

 Following – Accepts ideas and follows the lead of others in the group. 

In some short-term groups, facilitators provide much of the needed maintenance roles. In fact, 

the first six items listed above are almost always thought of as something the facilitator does, at 

least as the group gets started. Yet, for groups that work together over any period of time, as the 

group matures, these roles should eventually be taken on by group members. This is a part of 

what it means to be a developmental facilitator — engaging members to take on maintenance 

roles as well as teaching them to operate using models and methods. 

Groups are made up of a number of people, all of which are potentially at different stages of 

readiness for the work on which they are embarking. So, this observing role is not always the 

easy role. 

Group Process. Group Process refers to the understanding of the behavior of people in groups, 

such as task or work groups, and the processes they use to solve a problem or make a decision. 

This statement focuses on several things: Group behavior, which we discussed under Group 

Dynamics, the processes they use to create success and to what extent the individuals act to 

support the group process.  
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Relative to processes, we are mostly concerned with group functions and how people interact 

with respect to creating and supporting an effective group process. Are individuals tracking their 

behavior and actions relative to where the group is in the group process? At times, it may be 

valuable for the process observer to map out the participation and involvement of the group.  

Observing Group Functions as a Process Observer. A process observer is someone, often 

from outside of the group, who watches the group to provide feedback. At times the facilitator 

operates as a process observer. However, co-facilitation means that the person who is not 

currently "on duty" is still responsible for paying attention as a "process observer," pitching in to 

help clarify issues, and testing for consensus, etc. If this role is not filled by the facilitator, then 

possibly a co-facilitator or another outside individual may serve as the observer. The Process 

Observer is interested in observing behaviors, both good and bad associated with: 

 Involvement and participation of group members.  

 Communication patterns within the group. 

 Power issues exhibited by the group. 

 Personal behaviors of group members. 

Good Listening Skills: Finally, we are interested in applying effective listening skills as well as 

observing group members to make sure they are doing likewise. Observing is not just being a 

passive lurker from outside the group. In order to effectively observe, we must check our 

assumptions and test our inferences at points in the work or discussion. To do that, we must be 

good listeners so we must strive to develop great listening skills. Yet, we must also minimize our 

interruptions, particularly if there is another facilitator actively working with the group. 

While using these listening skills we try to avoid a hasty evaluation of the situation by employing 

the following:  

 Work hard to understand others' perspectives 

 Ask focused, open questions to uncover important information 

 Respond in ways that encourage the speaker to share 

Sometimes a member of the group will act as a group observer. In these cases, the facilitator will 

provide them with the tools for observing (e.g., a Process Observer’s Log) and brief them on 

what to watch for relative to the group. A Process Observer’s Log is discussed in Chapter 11: 

Session Closing. It can also be found in Chapter 17: Basic Facilitation Toolkit. Task and 

Maintenance are addressed in Chapter 15 Evaluating the Facilitator.  
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10. Closing the Session and Follow-Up 

The key to a proper closing is having the time to get through the process. As you approach the 

end of an event, time will become a precious commodity. In planning the closing, the first thing a 

facilitator must do is set a minimum amount of time to get through the closing process and lock 

out any changes in the agenda that will take time away from doing a proper closing. Even if we 

must cut topics out of the agenda, the facilitator should always protect the time set aside for 

closing the session. In my experience, closing a session takes between 5 and up to 25 minutes 

depending on the duration of the event. 

Because time is such a critical element by this point in an event, we remind facilitators of the 

Time Check technique. A Time Check is used to re-center the group on the realities of the time 

they have left to work. We want to avoid going over the agreed end time or making last minute 

changes to it. So a Time Check allows us to reach an agreement on how to adjust the work to 

meet the agreed end time while we protect the time allotted for closing. This technique can be 

used any time we recognize the agenda can be at risk of slipping. 

Closing Process Overview: Closing a session is a simple and straight forward process and it’s 

highly interactive. A summary of the process is illustrated in Chapter 11: Closing the Session. It 

starts with a Review of Accomplishments. This is often done with a Walk the Walls – Closing 

activity. The idea is to express just how much work the group did. It’s a walk through the day (or 

meeting) generally reviewing the work. This, by the way, is one of the reasons we hang the 

results of each activity on the wall in a chronological order. In the process of Walk the Walls, you 

actually walk to the wall with the posted work artifacts, touch and talk about the activities and 

the results. 

After reviewing the work, we want to Review the Expectations of the group to determine, 

first, if they had been met; then second, if they were not met, are they still important to the 

individual. If so, we ask, “What action is needed to accomplish this?” The action, most often, is 

added as an agenda item for a follow-up meeting or something to do between meetings. The 

individual with the expectation is usually asked to write out a description of the issue that needs 

to be addressed.  

The next step in the process is to Review and Clear Issue Boards. Issue or Parking Boards 

are labeled as Decisions, Issues or Parking Lot and Actions. Decisions are reviewed, discussed 

and confirmed. Issues are reviewed and checked off if they have been effectively dealt with 

during the meeting. If not, we ask if it still needs to be covered. If the answer is yes, then we ask 

for an action to be added to the action list.  

In all cases, from the facilitator’s perspective, closing the event is about “Closing to Action.” The 

action is for a future time, not for the remainder of the time you have for this meeting. If an 

action is not desired or someone is not willing to assign and accept an action, then the item is 

closed. 
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Finally, we review the action list getting those people assigned an action to confirm the 

assignment and that they can meet the due date. If not, the action is reassigned or the date is 

reset. Assignment of actions must be to someone in the meeting. 

The next step of the closing process is to 

Conduct an Evaluation. In single event 

meetings, the evaluation can cover the session 

in general by asking for what went well and 

what needs improvement (the Plus/Delta 

activity) or more specifically by using a 

Meeting Survey. If an observer was assigned, 

this is the time to have them report their 

observations. Another option is to have the 

participants do a meeting self-assessment and 

discuss the results relative to how to improve 

for future events. Forms for each of the 

evaluation types are included in the Facilitator’s Worksheet package or can be found in the 

Process-Based Facilitation Toolkit. 

If the team expects to meet again it is now time to talk about Next Steps. You may ask the 

members to identify topics for the next meeting and what actions need to be taken before the 

next meeting. This is also the time to schedule the time, date and location of the next meeting 

and what pre-work might be required to prepare for it. 

Properly closing a session, Walk the Walls – Closing is a major closing activity that is discussed 

in the Wrap-up section. The specific process for closing can be found in Chapter 11: Closing the 

Session. 

After the meeting adjourns, the facilitator is usually left with a lot of paper on the walls. Now is 

the time to organize it for Report Development. We usually recommend that the walls be 

cleared in chronological order. Each flip chart is labeled and numbered on the outer corner. Of 

course some pages you may want to just toss in the trash. Sticky wall note papers are taped 

together and folded so that the title of the group is on top. Then all the groups are banded 

together. See Chapter 11: Closing the Session for more on closing the session. 

Follow-Up After the Session: The most important thing to do following a session is to produce 

the required report as quickly as you can. Quite often, before an event even starts, we generate a 

documentation structure for the report and have it ready to add the data produced in the session. 

We rarely offer or contract to provide event “minutes.” When that is necessary we will include a 

report writer to act as the scribe. Most facilitators offer to provide a report that includes 

representations of the information that was developed and posted on the walls. That means that 

some handwritten data might have been removed before the final layout of an activity, or some 

discussion points, will not be shown in the report. Yet, nearly everything else will, in as much 

detail as possible.  
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Upon completion of a session, report writing begins on the spot, either in the meeting room or 

the hotel room, if we’re on the road, or in our office, if we’re working locally. We try to target 

completing the report within 48 hours for a simple report or 72 hours for a more detailed report. 

Of course, it also depends on the duration of the session, how many people were engaged as 

participants and how much detail is requested. But, 48 to 72 hours is our first targeted goal. 

Separately, from the official report, we may prepare some Observations to share with the 

sponsor. This may be to highlight an impressive individual that was very helpful or to discuss 

some incident that occurred during the session.  

Finally, we generate a few Recommendations for the client. This depends on the relationship 

you develop with your client. Recommendations that suggest additional work can be seen as self-

serving. However, that is the reality of business. Look at what you might recommend as if the 

client has complete control over their choice of facilitator or subject matter expert. We start by 

looking at the client’s purpose and what they are trying to achieve, and then identify what the 

next steps would be from our professional perspective. 

It is best to deliver a hard copy of the report as well as a soft copy, so try to schedule a meeting 

with the client to deliver and review the report with them. When possible, do this in person. If 

not, schedule it for a telephone conference and send them a copy just before connecting. Treat it 

like an information meeting. 

After delivering the report to the client, create a document for record. This document will include 

everything discussed so far, plus a section from the follow-up worksheets called the Facilitator’s 

Lessons Learned. See Chapter 12: Follow-Up for more on the follow-up step of facilitation. 
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