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An article of inspiration, tools and tips for how to create more dynamics, ownership 
and qualified results in group processes through intentional design
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CLASSIC ”SHORTCOMINGS”  
OF MEETINGS, SEMINARS  
AND WORKSHOPS

•	 The purpose is unclear
•	 No agenda – at least not one that 

is known, accepted, visual and 
used by the participants

•	 Lack of focus on the subject
•	 Key persons are not present
•	 Participants are not being 

involved, and their commitment 
is declining

•	 Conflicts are not being managed 
•	 No decisions are made – or the 

participants do not know which 
ones 

•	 No results are created
•	 The session starts too late and 

ends in a somewhat unstructured 
manner or not on time

THE CONCEPT OF FACILITATION

In this article, the concept of facili-
tation is used as an overall term for 
what you do when you are the 
chairperson of a meeting, a process 
manager or otherwise responsible 
for a process, a meeting or a work-
shop that is to end in a desired 
result.

ARTICLE

Imagine you have been invited to par-
ticipate in a half-day kickoff event of  
a fairly long training programme. The 
agenda of the day is not very clear, the 
room is too small, there are no bever-
ages, and the oxygen is running out. 
You hear the same people speaking 
over and over again, making intermina-
ble presentations. The event lacks ener-
gy and ideation, involvement and pace. 
You go home frustrated and uncom-
mitted with a feeling of having wasted 
your time – and you are probably not 
the only one. Luckily, most sessions are 
not that extreme. However, you will 
probably be able to recognise some of 
the above elements from e.g. meetings, 
events and conferences you have 

attended. It may be difficult to point 
out why some sessions succeed and 
others do not – but this is what we 
intend to find out. With this article, we 
will, thus, provide some suggestions for 
what you can do to add more meaning 
and value to the meetings and work-
shops you facilitate. The purpose of the 
article is, hence, to increase focus on 
how to create successful meetings and 
workshops. 

Facilitation of meetings, workshops 
and other types of processes does  
not require ten years of experience,  
but it requires for you to have a good 
knowledge of the art of facilitation and 
be able to put it into practice. 

In this article, we will describe the  
facilitator’s role and provide specific 
methods and tools for the facilitator to 
use in his/her daily work. The article is 
useful for people working as chairper-
sons of meetings, project managers, 
consultants and managers who all have 
in common that they sometimes are to 
gather different groups of people who 
are to be involved and take ownership 
of different tasks. 

The article is structured as follows:

1. The facilitator’s role and the design 
principles concerning before, during 
and after

2. The design star
3. The script
4. The five characteristics – the facili-

tator’s behaviour during the actual 
session

Facilitation is about how  
the process is carried out 

Facilitation is a word that is being used 
more and more frequently in relation to 
the holding of meetings and work-
shops. ”Facilitate” derives from Latin 
”facilis” and means ”to make easier”. 

The concept of facilitation is, thus, 
about helping a group reach a shared 
goal and assisting them in achieving 
the desired results – without taking a 
stand or producing anything, but by 
being fully aware of the setting and the 
dialogue. It is, thus, about managing 
the form and goals rather than the 
content. Very simply put:

”Facilitation is about process – how 
you do something – rather than content 
– what you do.”
 (Hunter, 2007)

The main focus is being interested – 
not being interesting! Ib Ravn describes 
facilitation as the canalisation of 
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the energy and communication of a 
gathered group of people in such a 
manner that their benefits will be much 
larger and better than if they were just 
on their own (Ravn, 2011).

When applying the concept of facilita-
tion in this article, we regard it as the 

ability to create more dynamics, owner-
ship and results in group processes 
through intentional work before, during 
and after the specific session1. 

In addition, we find it important to 
emphasise the following:

1. Facilitation is something you can 
learn

2. Facilitation should have a purpose 
and contribute to creating some-
thing (results) 

3. Facilitation is a tool for working with 
groups consisting of three or more 
persons (typically six or more). We 
have worked with groups of more 
than 500 persons 

4. Competent facilitation requires more 
than just ”being good on stage”. It is 
about making the participants work 
and take ownership of the results 
they achieve

5. Facilitation is about design, execu-
tion and follow-up

Facilitation basically consists of two 
components – design of the process 
and the actual facilitation.

The purpose of spending time on 
designing a meeting or a workshop is 
to ensure that the participants, in the 
most optimal manner, reach the desired 
outcome of the meeting or the work-
shop so that they experience being 

1 A group process is defined as a meet-
ing between a group of people with a 
work-related purpose. The process result 
or end deliverable may be determined in 
advance, e.g.: ”We are to generate at least 
five ideas for implementation of a new salary 
model”. The specific content of the deliver-
able – i.e. the five ideas – will be created 
during the process and in the interaction 
between the members of the group.

helped safely through the process2. 

In the actual facilitation situation, it is  
a matter of being the neutral catalyst 
who ensures that all relevant perspec-
tives are brought in within a clear 
framework.

When do I know  
that I am a facilitator?

In some cases, it is obvious that you 
have formally been assigned the role  
as a facilitator, e.g. if you have been 
engaged as an external or internal con-
sultant for designing and conducting  
a strategy development workshop or 
have been asked to facilitate an idea 
development process or a steering 
committee meeting. In other cases, the 
role as a facilitator is less obvious, e.g. 
if you are at a large information meet-
ing and suddenly end up in some 
teamwork and ”have to” assume the 
facilitator’s role, or if you, as a project 
participant, have to manage elements 
of a project meeting without having 
the formal role of project manager. If 
you are a manager or otherwise an 
expert on the content, it may be chal-
lenging for you to practise classic facili-
tation without taking a stand. There will 
often be situations where it is even 
expected of you to have an opinion 
about the content or the decision and 
to actually take a stand, e.g. if you are 

2 Facilitation can with great advantage 
be thought into a number of everyday 
meetings, e.g. the weekly departmental 
meeting, sales meetings at customers, 
information meetings, job interviews, 
workshops (300-500 persons), project 
team meetings, steering committee meet-
ings, conferences and other events. For 
information about other meeting types 
that can be facilitated, see appendix 3.

WHEN IS FACILITATION  
NOT THE RIGHT METHOD?

•	  When nothing is to be created 
or the decision is not open for 
debate 

•	  When the situation or informa-
tion is too complex to under-
stand or is confidential to the 
group

•	  When expert counselling is 
required to be able to make a 
decision

When facilitation is used, it is always 
a matter of making employees, 
project participants or managers 
engage in decisions. You should, 
thus, be aware that in most situa-
tions, you cannot afford not to 
facilitate. 

EXAMPLES OF THE PURPOSE  
OF GROUP PROCESSES 

1. Formulate a strategy
2. Develop an idea or a product
3. Acquire more knowledge
4. Make a decision
5. Make plans
6. Achieve ownership or sense  

of community 
7. Involve cross-disciplinary  

or cross-organisational areas  
of expertise
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a manager, project manager, trainer or 
internal consultant. In these cases, we 
are not dealing with facilitation in the 
pure, ”neutral/power-free” form that 
the external consultant is able to exer-
cise to a much larger extent. However, 
we would like to emphasise that the 
facilitation methods may also be used 
successfully in the role of manager, 
project manager or internal consultant. 
But this requires for you to be aware of 
when in the process you are assuming 
the facilitator’s role and when you are 
acting as the manager and expressing 
your views on the subject or decision. 
You could e.g. tell your employees 
which role you are assuming in order 
for them to know what is expected of 
them – are we to listen now, or are we 
to provide input, and what is to be dis-
cussed when?

As a manager, project manager or con-
sultant, you will always, to a varying 
degree, have to assume different roles 
and either act as an adviser or a trainer 

at different times. The relationship be-
tween the three roles of adviser, trainer 
and facilitator is basically the relation-
ship between focus on specialist com-
petences and focus on the process with 
the people involved, which appears 
from figure 1.

The facilitator’s role is characterised by 
primarily focusing on the process rather 
than on specialist competences, i.e. 
expert knowledge of the very content. 
You may, thus, facilitate an IT strategy 
development workshop without neces-
sarily being an IT expert and knowing 
all IT processes in the organisation. 
However, it is an advantage for you and 
the organisation if you have some basic 
knowledge of the organisation and its 
challenges. The roles of trainer and 
adviser will not be described in more 
detail in this article, but can, however, 
be summarised as follows:

•	 Adviser – giving advice, typically 
related to expert knowledge, that 

helps the customer understand  
and make decisions

•	 Trainer – training someone in  
something by changing his/her 
knowledge, opinions, skills and 
behaviour 

Often, the facilitator will juggle with  
the different roles in his/her daily work 
depending on the purpose of the  
session that is to be facilitated3.

3 For further information about the role 
of trainer or adviser, please refer to the 
articles ”Projektlederen som forandrings-
konsulent” by Henrik Horn Andersen and 
”Effektfuld træning” by Cecilie van Loon.

Case attendant

Specialist 
competences

Process  
consultant 
competences

Adviser Trainer Facilitator Stager

Figure 1. The roles   
Source: Implement Consulting Group

IN A COMPETENT FACILITATOR’S 
PROCESS METHOD TOOLBOX, 
YOU WILL FIND SOME OF THE 
FOLLOWING METHODS

•	  Understanding and management 
of conflicts

•	  Non-verbal and verbal commu-
nication, including voice, facial 
expression, posture, position 
in the room, movements and 
gestures

•	  Feedback methods
•	  Presentation techniques,  

including visual effects
•	  Decision-making methods  

(individual and majority decisions)
•	  Questioning techniques (types of 

questions, theoretical approaches 
to designing questions)

•	  Organisational understanding 
and change methods

•	  Involvement techniques and 
process methods

•	  Understanding of preferences 
and learning styles
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”Before, during and after”  
creates effective results

As earlier mentioned, facilitation  
is used for creating desired results 
through intentional design before,  
during and after the specific involving 
session (see figure 2).

Intentional design (before): Designing 
the process means to shape and plan it 
with the desired outcome and purpose 
in mind. In order to be able to design 
and facilitate the process, we need to 
know its purpose. As a facilitator, you 
own the process and must be fully 
aware of the sub-processes that the 
participants are to go through to reach 
the goal whereas the participants own 
the content of the process, i.e. what is 
being produced during it. In addition, 
designing means to acquaint yourself 
with the target group in advance, cre-
ate the right atmosphere and environ-
ment as well as carefully consider the 
roles before, during and after the actual 
session. 

As inspiration for this preparation,  
we recommend the design star which 
ensures that you consider all important 
elements in relation to the process 
before actually carrying it out. We 
often experience that too little time is 
invested in this phase, which results in 
insufficient deliverables at the end of 
the session and difficulties in the sub-
sequent implementation. Designing, 
thus, means to create the most optimal 
setting for the process. See the section 
about the design star.

Facilitation (during): Facilitating 
means that you, during the session, 
help a group reach a common goal and 
assist them in achieving the desired 
results – without taking a stand or pro-
ducing anything, but by being fully 
aware of the setting. See the section 
about the five characteristics.

Follow-up on results (after): As a  
facilitator, you are responsible for 
ensuring acceptance and implementa-

tion of the process results and the  
next step. This means that you help  
the group identify and complete the 
process result and documentation. The 
excellent facilitator will already think 
through the actual implementation of 
the results in his intentional design in 
the ”before process” and, thus, ensure 
that the group does not end up with a 
result for which there is no support in 
the organisation or which is not realis-
tic to carry out. 

As an example, a one-day strategy 
seminar was held at which 450 
employees and managers worked with 
six themes related to the organisation’s 
strategy. The managers were summoned 
the subsequent morning to decide 
which of the themes could be carried 
out straight away, and which ones 
required more time. Later the same 
morning, this was communicated to 
the entire organisation on the intranet, 
by email and on monitors placed in the 
organisation. In this way, the result of 
the seminar was communicated while 
the participants’ memory of it was still 
fresh, thus signalling powerful 
management.

The design star

An important success factor prior to 
the facilitation of any process is prepa-
ration. For this purpose, the design star 
is a useful practical tool which helps 
you think through the central elements 
before the actual meeting, workshop or 
process takes place. 

We will now take a close look at each 
dimension of the star and elaborate on 
the elements at its centre and corners 
(see figure 3 on the next page).

Figure 2. Effective results
Source: Implement Consulting Group

BEFORE DURING AFTER

Intentional design Facilitation Carry out and  
follow up on results
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When designing any 
process, you should 
start by taking a 

   close look at the 
    assignment, including 
  the overall purpose – 
what you are to end up 

with when the process has 
been completed (deliverable) and the 
success criteria in relation to achieving 
the purpose. Not until then should you 
make any specific choice of design. 
Thinking through the overall purpose as 
well as the purpose of each individual 
sub-element in the process is the first 
step in being able to carry out an opti-
mal process. An example of purpose 
for a process could be to increase the 

exchange of experience and knowledge 
about good case administration prac-
tices across three departments.

Deliverables

A visual overview of the cases in the 
departments, the types of cases, the 
persons responsible and the overlap 
between cases in the three departments. 
A code of good case administration 
practices embracing all types of cases 
in the three departments.

Success criteria 

The participants experience getting  
at least three new ideas/input for their 

own assignment work, they experience 
the process as meaningful, they get  
an overview of who is handling which 
cases and know who to ask for help 
with cases. It is clear to the participants 
what good case administration practice 
is. If the process is to have further effect 
on the ”after” phase, examples of success 
criteria could be: Three months after 
the process, the participants experience 
increased knowledge sharing and to a 
larger extent make use of each other’s 
help across departments.

The purpose also gives occasion for 
taking an honest look at one’s own 
abilities: Am I the right person to solve 

Figure 3. The design star
Source: Implement Consulting Group

1. PURPOSE

Why and what  
is delivered?

5. ROLES

Who has which roles?

Designing the process with focuses  
on the most important stakeholders’ role 

in the process and the actual session

3. ENVIRONMENT

Where and which atmosphere?

Creating the right physical and 
mental environment for the session

2. PARTICIPANTS 

Who?

Bringing the participants into play most 
optimally in relation to their preferences, 

relations, context and learning styles

4. FORM

How?

Drawing on optimal  
process methods
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this assignment? Do I have the right 
profile or the right competences to 
make this process reach the desired 
outcome? Or would it be more construc- 
tive to involve one of my colleagues 
who has faced this type of challenge 
before and has more knowledge of the 
participants’ challenges? 

The purpose is essential whether you 
are to design a conference, make a 
presentation or drive a meeting. A clear 
purpose does not only help you in the 
design phase, but also helps you create 
meaning for the participants during the 
actual session. If the purpose is not 
clearly defined and accepted by all 
people involved, the process easily 
tends to sidetrack and become un- 
productive and, thus, does not form  
a basis for making the right decisions.  
In our experience, far too little time is 
often spent on this phase, resulting in 
unspecific deliverables which are not 
implemented or on which measurable 
follow-up is not possible.

Selection of participants

This element of the design star is about 
ensuring participation of the ”right” 
people in order to provide the largest 
possible knowledge base, decision-
making power and quality within the 
specific area the process deals with (cf. 
you being the expert on the process, 
the participants on the content). If the 
right people are not present to make a 
decision or qualify the input, there is a 
significant risk of the process being a 
wasted effort as the necessary owner-
ship of further implementation or the 
required organisational support is not 
created. To identify which people are  
to be engaged in a group process, the 
facilitator must be able to answer the 
following three questions:

1. Who are the participants, and who 
will the decision influence? Also 
consider: number of participants, 
their average age and gender. Which 
mixture of specialist competences 
is present, levels, hierarchy and the 
participants’ preferences.

2. Which level of involvement are the 
participants to have in the process? 
This question helps you differentiate 
the levels of involvement. There may 
be processes in which the partici-
pants are primarily to provide input 
or in which their presence is critical 
in relation to decision-making. If a 
key person with the right decision-
making power has cancelled his 
participation, then consider whether 
a substitute should be sent to repre-
sent this person or whether the 
meeting should be postponed.

3. What are the central organisational 
values? This will help you consider 

which of the existing traditions and 
values in the organisation are central 
to think into the design in relation to 
the people influenced by the design.

Who are the participants? 

When the participants have been iden-
tified and selected, it is important to 
know as much as possible about them 
in order to be able to create the right 
atmosphere, interaction and staging in 
relation to the target group.

As human beings, we learn in different 
ways, and it is highly individual what 
stimulates our creativity, commitment, 
efficiency and desire to contribute to 
the process4. For instance, some people 
have a preference for rational thinking 
and, thus, for making decisions on the 
basis of facts, specific data and valid 
information. The rational preference 
tends to ask the question ”what”. What 
is the reason for us meeting here today? 
What is the purpose of the workshop? 
In what way is it beneficial to me or the 
organisation? In what way does it con-
tribute to the bottom line? Others have 
a more practical preference and focus 
on the system, organising, reliable 
methods and the practical implemen-
tation. Often, they ask the question 
”how”. How do we carry out our plan? 
How are we to meet the challenge? 
Others again have a relational preference 
and focus on emotions, atmosphere and 
interpersonal relations. These people 
often ask the question ”who”. Who will 
be influenced by the 

4    A large number of tools and methods 
exist for identifying and understanding 
the participants’ and the organisation’s 
ways of thinking and acting, e.g. Whole  
Brain, DISC, FIRO-B®, MBTI®, Dunn & Dunn, 
Insight or Belbin.

REFLECTION QUESTIONS  
FOR THE FACILITATOR

•	  Purpose  
Why is this session to be held? 
What are the principal meaning, 
value and vision? What is/are the 
unofficial purpose(s)?

•	  Objectives and clarification  
of expectations  
What are the primary objectives?

•	  Deliverables  
What must have been produced 
at the completion of the session?

•	  Success criteria  
How do we measure whether the 
purpose has been achieved?
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decision? Who will be involved in the 
process? Who is to be part of my 
team? And finally, there are people 

with a more experimental preference. 
The experimental preference is charac-
terised by being occupied with the big 
picture, visions and ideas. Often, they 
ask the question ”why”. Why do we do 
this in this way, or rather, why do we 
not do it in this way?

Each of the four preferences above 
invites different ways of facilitating in 
order to create motivation and enthusi-
asm for the individual participant. The 
point is to prepare your process design 
in such a manner that the process 
appeals to all of the four preferences 
(see figure 4).

Remember that there should be room 
for different preferences and learning 
styles and that this should, thus, be 

thought into your design. As a general 
rule, more than one preference will 
always be present in your sessions, so 
in order to achieve the most optimal 
effect, it is essential for you to know 
exactly who the participants are before 
deciding on the design.

The form dimension is    
about which methods 
 you are going to use  

 in your process to 
  reach the goal and create 

  involvement and meaning 
for the participants. The range of meth-
ods is wide and covers both individual 
reflection and conceptualised methods, 
e.g. 4D from Appreciative Inquiry and 

Figure 4. Design your process to embrace all preferences
Source: NBI Solutionsfinding and Implement Consulting Group 

THE RATIONAL I THE EXPERIMENTAL I

•	 Make an agenda with clear goals for themes 
•	 Plan with analysis and critical discussions
•	 Show efficiency
•	 Focus on bottom line and make it brief
•	 Give clear descriptions of goals/outcomes
•	 Provide the necessary data and calculations
•	 Be clear as to the decision-making form 

•	 Respect programme and time
•	 Be consistent
•	 Stay on track, avoid sidetracks
•	 Send out a detailed programme well in advance
•	 Take notes during plenum discussions
•	 Distribute clear roles among the participants at the meeting: 

chairperson, timekeeper, minutes-keeper 
•	 Remember to explain what is going to happen next

•	 Permit time to work ”out of the box”
•	 Create variety and the possibility of fun
•	 Make time for brainstorming 
•	 Discuss the future and the visions
•	 Make small ”energizers”
•	 Generate enthusiasm
•	 Discuss ”the big picture”/perspectives

•	 Make ”check-in”, ”what’s in it for you”?
•	 Visualise links between the participants’ input
•	 Encourage everybody to contribute – ask
•	 Appreciate the difference in ideas
•	 Make time for sharing and building trust
•	 Permit informal, spontaneous input
•	 Be sensitive to changes in atmosphere and react accordingly

THE PRACTICAL I THE RELATIONAL I

REFLECTION QUESTIONS  
FOR THE FACILITATOR

•	  Which participants are important 
to include in the process? 

•	 Have the right participants been 
selected? 

•	 What is the composition of the 
group (specialist competences, 
preferences, learning styles, 
traditions etc.)?

•	 Which culture and style does the 
organisation have?

•	 Which group relations can be 
expected?
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Harrison Owen’s Open Space 
Technology, as well as a number of idea 
development methods, e.g. reverse 
brainstorming, word associations and 
sorting methods (see appendix 4). 

In our opinion, these methods are very 
useful because they all have an overall 
framework which you can use more or 
less rigorously and adapt to the specific 
process. As a facilitator, you decide 
already when preparing your script 
which methods you are going to use 
during the process. 

Choose the methods that help the 
group produce the result

What is most important is for you to 
choose the methods that support the 
purpose and the goal and help the group 
in the process. It is, thus, essential to 
have a range of methods which you may 
use during the process to create an 
adequate amount of variation in order 
to keep the participants engaged during 
the entire process.

You may be inspired by figure 5 outlin-
ing different involvement techniques5.

5 For further elaboration on the  
involvement techniques, see appendix 2.

REFLECTION QUESTIONS FOR 
THE FACILITATOR

•	  Which method will help the 
group in the best possible 
manner to achieve the result?

•	  How are you going to work with 
creating confidence, energy and 
atmosphere in your process?

•	  How are you going to ensure the 
right amount of variation during 
the session?

•	 How are you going to ensure 
that you have sufficient time so 
that the right deliverables are 
produced and the purpose is 
achieved?

Figure 5. Use different involvement techniques
Source: Implement Consulting Group and Ib Ravn (2011)

Individual 
reflection

Participants who think while they speak and are quick at articulating themselves are often in their natural ele-
ment in processes, while those who prefer to think before they speak are often overlooked. In order to embrace 
participants with this preference, individual reflection is a good exercise as each participant gets individual time 
to write down thoughts and questions. 

Discussion in pairs 
or small groups 
(3-6)

A discussion in pairs or a small group can increase confidence for the participants and allow for more view-
points to come into play. If you have experienced standing in front of a group where nobody or only a few 
participants responded to your questions, the reason may be that they did not feel confident talking in front  
of a large forum. It may slow down the pace of the process and, even worse, have a negative influence on the 
quality of the result! 

Production in 
groups (3-6)

Production in groups is used e.g. when you want the participants to provide a large number of suggestions 
for a given subject or produce input for a common decision. The group may work and report on e.g. flipovers, 
coloured cards or pre-printed templates. 

Around  
the table

This exercise, in which everybody gets the opportunity to express themselves, is a typical Danish phenomenon 
which cannot always be ”exported” to other cultures. The exercise is particularly useful if it is important to get  
all of the participants’ viewpoints about a given subject. An important attention point is that the exercise may 
take a long time and easily gets boring. Thus, make sure to give clear guidelines as to duration and content and 
have one of the participants who you know will keep the time demonstrate duration and content by starting  
out. It provides the other participants with a clear picture of the guidelines.

Stand-up  
dialogues

Stand-up dialogues are a good exercise for creating variation and pace at the meeting, e.g. by hanging flipovers 
in the four corners of the room with reflection questions and asking the participants to fill in the flipovers in 
small groups. After a couple of minutes, the groups move on to work on the flip of the previous group. Another 
approach is to ask the participants, either in groups or individually, to produce a number of coloured cards or 
Post-its, either with answers to some reflection questions or as part of generating new ideas for a given solution. 
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Provide the best possible physical  
setting for involvement and creation 
of results 

The environment dimension is about 
the setting in which your meeting or 
workshop is to take place and the 
atmosphere you wish to create. Of 
course, what is most optimal is that 
you, as the facilitator, have an influence 
on where the event is to be held. Is it to 
take place in an internal meeting room, 
at a traditional conference centre, in a 
concrete silo, a former aeroplane hangar, 
a concert hall or maybe outdoors? 

What is most important is that you 
choose the location with care and in 
accordance with the purpose of the 
workshop. Sometimes this dimension 
of the star is ”locked”, i.e. for some good 
reason, it has been decided that your 
workshop is to be held in a (gloomy) 
meeting room next to the canteen. 
Some organisations have special price 
agreements with specific (more or less 
inspiring) conference centres, which 
determines the location. However, never 
despair, because even though the star 
is locked in this dimension, there is still 
much you can do to stage the room to 
support the purpose of the workshop. 

We have borrowed the word ”staging” 
from the world of theatre where the 
creation of the right stage design for a 
play is a special art and profession. The 
point is that whether we wish to stage 
or not, we cannot help doing it. What 
we do or not do in a room has an influ-
ence on the participant’s experience of 

the meeting. For instance, imagine a 
play on an empty stage (without any 
scenography). This is also a way of 
staging which has an effect and signals 
something. Similarly, an impersonal 
meeting room may signal that this pro-
cess/meeting is just another one in the 
row. 

Stage the room to fit your process

If the purpose of the meeting is e.g.  
a working session during which some 
specific deliverables are to be produced 
in a short time, you should stage the 
meeting room in accordance with this. 
You could design the session as a 
stand-up meeting without the classic 
meeting table6, you could hand out 
energy bars, water and play some up-
tempo music when the participants 
arrive and make sure that all working 
material for the meeting is ready for 
use (markers, coloured cards, brown 
paper, adhesive, flipover paper etc.). 
However, if the purpose of the meeting 
is to collect experience, evaluate and 
learn from e.g. a project, you could dim 
the sharp ceiling light and invite the 
participants into a room with comfort-
able furniture and soft music, thus sig-
nalling focus on reflection and learning.

All types of meetings can (and should) 
be staged by the facilitator – also the 
weekly departmental meeting which is 
often not very inspiring in its nature. 
Some simple effects for making a 
meeting more motivating could be: 1) 
The participants feel welcome in general 
(they are welcomed and food/bever-

6 Experiments with stand-up meetings 
show, however, that the meetings will 
be shorter, but that the quality of the 
decisions made will not be better when 
standing instead of sitting (Ravn, 2011).

ages are provided), 2) The purpose and 
the agenda of the meeting are visible, 
3) The meeting is started up in a positive 
manner, e.g. by letting the participants 
explain for one minute about an assign-
ment with which they succeeded, and 
4) The participants can prioritise the 
most important items on the agenda. 
This will make a difference and may be 
the ”small disturbance” that helps the 
group reach an optimal result. The 
point being, staging is worth the effort, 
and you can win some easy points 
here!

A very central element when designing 
your environment is to always check up 
on the location. If you have never been 
in the room, then go and see it before 
the session! If you e.g. are to facilitate  
a process with 40 participants who are 
to work on brown paper in small groups 
in the room during the process, you 
simply have to take a look at the room 
with your own eyes to see whether it 
will be possible in practice, i.e. whether 
the wall surfaces are large enough, and 
whether chairs and tables can be 
removed easily and fast to make room 
for the groups. 

You should also make sure that the 
room is available at least one hour 
before the process starts so that you 
have time to stage it according to your 
purpose and are ready to welcome the 
participants. The staging of the room 
may take some time if you have to 
rearrange tables and chairs, write wel-
come flipovers, distribute material for 
the participants and check the audio-
visual equipment. Remember that visual 
elements in a room may contribute to 
making an otherwise gloomy room a 
little more welcoming and inspiring, and 
that it is all right if the room disturbs 
and creates curiosity. 
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The last element in the environment 
dimension deals with the effects you 
are going to use in your process/at 
your meeting. Is there to be any physi-
cal material for each participant and in 
that case what? E.g. small notebooks, 
descriptions of exercises in the form of 
handouts for the participants to paste 
in their notebook, printed templates for 
the groups to work with or posters to 
put on the wall with tools you will be 
explaining. Thoroughly considering the 
effects you are going to use in your 
process is essential to the staging of 
the room and to the atmosphere you 
wish to create for your process.

Spend time  
on balancing  
the expectations 

of the roles 

In many cases, it will  
be a good idea that you are not the only 
one to be ”on stage”. In some processes, 
it is an obvious possibility to have the 
managing director or the head of 
department open the meeting or pro-

cess to create importance around it. 
This may also be done by external 
speakers invited to inspire the partici-
pants or explain about the latest trends 
or knowledge within the area. In our 
experience, it is sometimes difficult to 
handle managers. We recommend – 
very clearly and in advance – balancing 
the expectations as to the purpose of 
the manager’s role and what he/she is 
going to speak of, and what will be 
appropriate to speak of in relation to 
the rest of the process. Some managers, 
for good reasons, wish to speak of all 
the other ongoing initiatives in the 
organisation now that all the employees 
have been gathered – and this may be 
too long or result in a change in the 
atmosphere which you had created 
through the staging of the room and 
your introduction so that there is a dif-
ferent atmosphere the next time you 
are on stage. A specific and also crea-
tive method for limiting managers’ 
presentations (and speaking time) is 
Pecha Kucha7. In this method, there is a 
limit of 20 pictures which are shown 20 
seconds each. This gives a total speak-
ing time of seven minutes at the 
maximum.

If you have invited an external speaker, 
it is also important to talk to this per-
son in advance about what he/she  
is going to present, the length of the 
presentation, which process there  

7 Pecha Kucha (ペチャクチャ ‘pe-tja ‘ku-tja). 
In brief, Pecha Kucha is about showing 20 
elements (e.g. pictures) and using exactly 20 
seconds on describing each element. This 
gives a total presentation time of 6 minutes 
and 40 seconds per person. The name 
Pecha Kucha originates from the Japanese 
term for the sound of conversation (small 
talk or ”chit-chat”). For more information 
about this method, please refer to www.
pechakucha.org and www.pechakucha.dk.

is going to be during and after the 
presentation, and whether you are  
to chair a Q&A session, if any, or the 
speaker is going to do it himself/her-
self. This requires a great deal of time 
to be spent on balancing the expecta-
tions prior to the process, but it is often 
worthwhile in order to keep the right 
pace during the process. 

Co-facilitators

Maybe you are not going to be alone  
”in the field”, but are bringing along  
a colleague or one of the client’s 
employees together with whom you are 
to facilitate the process. In this case, it 
is also important that you match each 
other’s expectations of the roles and 
how each of you prefer working when 
facilitating. What do you feel good 
about doing when you are on stage?  
Is it OK to make supplementary com-
ments when the other one is on stage? 
Is one of you going to be the main 
facilitator? And how do you help each 
other appear in the best possible 
manner?

In the case of large processes with more 
than 30 participants, it is often necessary 
to have a number of co-facilitators 
assist in making the smaller processes 
in the room run most optimally and in 
reaching the goal. Here, you may use 
co-facilitators in the form of ”chairmen 
of the tables” whom you have trained 
in advance to drive the smaller 
processes. 

As an external consultant (and some-
times also as an internal one), you may 
be invited to facilitate a process which 
is part of a project, and the outcome of 
the workshop is, thus, to be used as 
input and basis for further work in the 
project. This could e.g. be facilitation of 
a value workshop at which the organi-

REFLECTION QUESTIONS  
FOR THE FACILITATOR

•	 How are you going to create the 
best physical setting for involve-
ment and creation of results?

•	 How are you going to create  
the best mental setting for the 
participants in order for them to 
feel the desire and commitment  
to contribute to the result?

•	 Which effects are you going to 
use to support the purpose of the 
process?
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sation is to identify the values charac-
terising what they do. In this case, 
there will typically be a project team 
which is to continue working on the 
results afterwards – with or without 
your help. It is important to have a dia-
logue with this team before the actual 
workshop takes place and balance the 
expectations as to who is to have 
which roles during the workshop 
(including your own role), and how the 
results are to be used subsequently. 

When you have considered all five ele-
ments of the star thoroughly, it is time 
for the ”Does-it-hold-water” test. This 
is a final quality check on whether it 
will be possible to achieve the purpose, 
deliverables and success criteria by 
means of the participating people in 
the chosen environment with the cho-
sen form and method and with the 
roles you have decided. 

From design star to script

When you have considered all elements 
of the design star, it is time to take a 
look at what is going to happen at a 
more detailed level in the process. 

A typical step from the design star 
towards the detailed script is to pre-
pare a rough outline of a programme in 
order to get an impression of the over-
all session on the basis of the design 
considerations. 

After having created the idea of how 
the overall session is going to be and 
how much time is available, the next 
step is to design the individual sessions 
of the programme at a more detailed 
level – a script. 

The purpose of preparing a script is, 
thus, that you consider how to achieve 
the purpose, the distribution of roles 
and responsibilities, how you are going 
to manage the process as well as the 
length and number of breaks, the 
atmosphere and the materials you 
want to use as well as the time. The 
script, thus, helps you consider all 
aspects of the process and provides a 
schedule for your facilitation with exact 
times. 

If the script is detailed enough, it will 
also be possible for your co-facilitators 
to gain an insight into your script or 
take over the session. In case of co-
facilitation, we always work with a 
shared script which is optimally pre-
pared jointly so that all exercises and 
purposes are discussed, and both facili-
tators know the whole script and not 
only their own part. In this manner, you 
can most optimally help each other 
and the participants in their learning.  

In addition, a shared script provides a 
good basis for giving your co-facilitator 
feedback afterwards and for developing 
and improving your common practice 
the next time you are going to be on 
stage together. This feedback and the 
learning regarding the individual 
aspects (time, what worked etc.) are 
even more important if you are to facili-
tate the same workshop several times.

Preparing the script may be a time-
consuming process, but it is worth the 
effort, because when you are on stage, 
you have considered the purpose, 
meaning and processes, and it will, 
thus, be easier for you to improvise and 
know when the time schedule may be 
exceeded if you change the order of 
items on the agenda or the length of 
the plenum discussion.

As can be seen in figure 6 (on the  
next page), the script also contains a 
description of ”before”, ”during” and 
”after” activities.

We have now examined the facilitator’s 
toolbox for planning and designing the 
process. The design star and the script 
are part of the ”before” elements which 
a facilitator should always use in his/
her planning to ensure successful 
results of the process. 

The script is prepared before the pro-
cess and is also an important manage-
ment tool during the actual session.
However, successful results are not only 
achieved by means of good planning. 
As a facilitator, you also have to be able 
to manage the process and navigate 
on the spot when the process is initiat-
ed, which is ensured by the script.

REFLECTION QUESTIONS  
FOR THE FACILITATOR

•	 How are you going to handle  
the people who play an impor-
tant role in your process? (The 
external speaker, the manager, 
co-facilitators or stakeholders)

•	 What knowledge can you draw 
on?

•	 Is there a need for me to act in 
more roles than that of the facili-
tator during the session (adviser, 
trainer)?

•	 Am I the right person to facilitate 
the session/does my style fit that 
of the organisation?

•	 Will the right specialist compe-
tences be present during the 
session? And do I have enough 
insight to bring them into play?
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Figure 6. Example of script  
Source: Implement Consulting Group

Purpose

Success criteria

Context

People

Environment

Roles

Form

BACKGROUND

Why?

What are we to reach/achieve?

Part of process?

Who, how many, which types, roles, persons responsible etc.?

Location, atmosphere, address etc.?

Who has which roles/responsibilities – internal + external?

Which overall process methods are in play, special attention points?

DESCRIPTION

REMEMBER

TIME

Purpose – why are we going 
to do this specific item?  
It is important to consider 
carefully why you choose 
spending time on each  
individual item!

AGENDA ITEM HOW AND WHO IS RESPONSIBLE?

How is the agenda item to be facilitated  
+ detailed time schedule

It is important that 
you consider what 
is required for each 
agenda item (and 
what is to be pro-
duced, if relevant)

MATERIALS AND…?

Before

During

After
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The facilitator’s behaviour

As a facilitator, you act as the catalyst 
for groups (of different sizes), i.e. you 
help a group reach a goal. In addition 
to the planning tools – design star and 
script – there are a number of elements 
which you need to master when you 
are on stage. We have defined five  
elements which we believe you should 
master to be an excellent facilitator:  
1. Create meaning, 2. Manage the pro-
cess, 3. Take responsibility for the energy, 
4. Ask questions and 5. Be conscious of 
the power (see figure 7).

In the following, we will elaborate on 
each of the elements and provide you 
with some practical tips for carrying 
them out in practice.

1. Create meaning

Creating meaning means 
to very carefully consider 

the purpose of the process and be able 
to communicate it to the participants 
so that they clearly understand the 
meaning and relevance of having been 
invited today, i.e. you must put yourself 
in the participants’ place and, in 
advance, thoroughly consider ”what’s 
in it for them”, why have they been 
invited, and how is this process relevant 
to them? See the facilitator’s check list 
for creating meaning for the partici-
pants early in the process.

It is not only important to create mean-
ing for the participants at the begin-
ning of the session, but also to continu-
ously be aware of creating a relevant 
link between the current process and 
the overall purpose of the session so 
that the participants are guided all the 
way through the different sub-process-
es and clearly see the relevance of 

Figure 7. The facilitator’s behaviour during the session
Source: Implement Consulting Group

1. 
Create meaning

4.
Ask questions

5. 
Be conscious of the power 

3.
Take responsibility for the energy

2. 
Manage the process

CHECK LIST

Through your introduction, you should succeed in:

1. Informing the participants about the purpose and the product of the 
session – what is to happen during the meeting/session, and what is the 
time schedule of the entire day?

2. Enthusing the participants as to their benefits of participating in the 
session – what is the overall purpose to be achieved, and in what way is it 
going to influence the participants? 

3. Empowering the participants by making it clear that their presence is 
important for creating the right result. Why have they been selected, and 
which role are they to play in the process? Who are the decision-makers, 
and how are decisions made?

4. Involving the participants by informing them about their personal purpose 
of being present – let them speak as early as possible. For instance, ask the 
participants to, individually or in small groups, tell about their expectations 
of the session, what they see as their personal learning objectives or the 
purpose of being present.

Source: Wilkinson (2004)



15Implement Consulting Group

them. At the same time, it is essential 
for the facilitator to create meaning 
between the individual participants’ 
different opinions/points of view so 
that the participants continuously real-
ise new things in relation to each other 
and the content they work with. For 
instance, you may ask: What is the link 
between what you just said about the 
consultant’s role and the talk we had 
about the role earlier today?

2. Manage the process

As a facilitator, it is your 
responsibility to guide 
the participants to the 

desired outcome of your process. You 
are the conductor who sets the tempo 
and directs the orchestra (the partici-
pants) while they play. In order to cre-
ate ownership of the process and the 
result among the participants, you 
must accept not being in control of the 
content of the process. Figure 8 illus-
trates how classic facilitation creates a 
high degree of empowerment (owner-
ship) in relation to the solution and 
how providing expert advice and 
answers increases the control of the 
content, but it does not strengthen the 
ownership among the participants. It is 
essential that you are aware of this and 
let the participants own the content – 
you own the process.

As a facilitator, it is also your responsi-
bility to help the group through the dif-
ferent sub-processes to ensure that the 
right decisions are being made and 
that everybody takes ownership of 
them. For this purpose, we have formu-
lated some pieces of good advice to 
keep in mind on the facilitator’s role 
during the session.

•	  Be involving – give everybody the 
opportunity to speak or explain why 

this is not possible right now

•	  Ask only one question at a time 

•	  Ask open-ended questions – avoid 
questions that can be answered by 
yes or no 

•	  Ask questions with no right or wrong 
answers

•	  Ask focused questions leading the 
discussion in the right direction

•	  Maintain your neutrality – do not 
express your own interpretation and 
avoid emotionally charged words

•	  Give the participants time to reflect 
and answer

•	  Be one step ahead in the process – 
what is to happen next

•	  Set the course with checkpoints 
during the process by doing the 
following after each break:

 -  Quickly review the process up to 
now

 -  Describe in brief what the group  
is going to do next

 -  Describe how the next step in the 
process is connected with the 
overall purpose of the session

3. Take responsibility 
for the energy

The energy in the process 
is always your responsi-

bility. You must manage the process 
intentionally and at the same time be 
conscious at a meta-level of the atmos-
phere and the energy among the par-
ticipants as well as of any resistance 
you may encounter. To achieve this, 
you must ensure that the participants 
are involved in the process. Thus, it is 
important to work with the atmosphere 
and consider how it can support your 
purpose and set the pace that benefits 
the process and the result most opti-
mally, e.g. when do you want to signal 
drive, create joy or time for reflection 
and for new learnings to sink in. 

It is not merely about staging the work-
shop – it is also about revising the script 
in relation to the atmosphere among 
the participants and incorporating 
small disturbances which affect the 
desired atmosphere. This does not 
imply that you need to conduct an 

Figure 8. Control of the content and empowerment
Source: Implement Consulting Group

Classic facilitation

Demonstrations 
Examples

Conventional Q&A

The expert/advice

Control of the content

Empowerment in relation  
to the solution
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Figure 9. Handle resistance.  Source: Wilkinson (2004)

•	 Dysfunctional behaviour is any form of activity 
displayed by a participant which consciously or 
unconsciously is a substitution of an expression 
of dissatisfaction with the content of the process 
or the facilitation process

•	 Dysfunction is often a symptom and not neces-
sarily the real problem. Accept that the dysfunc-
tional behaviour is a symptom which disguises 
the real problem (the real cause), which is 
typically a problem relating to information put 
forward at the meeting (the content) or the way 
in which the meeting is led (the process)

•	 What do you do…

FOOD FOR THOUGHT... Think along the lines of sub-groups, the group’s ground 
rules, specific interaction with specific participants – the 
sooner they are identified, the better. Keep your eyes and 
ears open – pay attention to reactions and take informal 
breaks during the process.

PREVENT

Handle the situation with the person in question or at a 
general level, sympathise with the symptom, address the 
cause – not the activity, ask questions and reach an agree-
ment on a solution – involve.

ACTION

RADAR SPOT
Make conscious dysfunction checks, use your mental radar 
to observe all participants one by one and look for non-
verbal signs which you have not yet noticed.

Figure 10. Handle a possible dysfunctional behaviour efficiently and consistently.  Source: Wilkinson (2004)

Address the participant in person during the break or address the group as a whole.
Address the participant  
in person or address all

”It appears that you have some important work you need to finish and that this  
meeting has come in your way so you have brought your work”.

Show empathy in relation 
to the symptom

”In my opinion, it is necessary that we are all involved in the process. Do the points 
involve your area?”

Address the real cause

”What can we do to ensure that the work that needs to be done is done and that  
we also hear your opinion at the meeting? ... All right, so we agree that we will do  
our best to work with your work areas in the first two days, and, if necessary, you  
can use the last day on your work while the rest of us proceed with the meeting?”

Reach an agreement 
on the solution

•	 Public reprimand of the person 
•	 Disclosure of own anger or use of emotional tone of voice
•	 Lack of objectivity or neutrality

Avoid initiatives which 
may escalate the problem
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extremely dynamic process from the 
beginning to the end – you merely 
need to pay attention to when the  
process will benefit from increasing or 
slowing down the pace. If the partici-
pants become drowsy at any time dur-
ing the process, you must react. Typical 
times of day when people begin to 
show a lack of energy are at 10:30, 

13:30 and 15:30 – so pay special atten-
tion around these hours. 

Are you more than one facilitator, you 
can help each other sense the atmos-
phere and the energy in the room. It is 
important ALWAYS to react to partici-
pants who, in one way or another, dis-
turb the energy of the process, e.g. by 
talking too much, falling silent, yawning 
constantly, checking emails, challenging 
your facilitation directly etc. These are 
all signs indicating that you must 
change your approach. This is referred 
to as handling of the participants. You 
can e.g. take one of the following pre-
ventive actions: 1. Make a teambuilding 
exercise related to the topic of the day, 
2. Initiate an energizer, 3. Take an extra 
break or 4. Have the participants move 
about in the room. Physical changes 
also create mental changes: 5. Make 
small breakout sessions or 6. Make a 
”walk and talk” exercise.

See figures 9 and 10 for more methods 
for handling the participants. 
Remember that it is crucial not to let 
disturbances interfere too much – you 
must react and act to ensure good 
energy in the process going forward.

4. Ask questions   

As a facilitator, you must 
have a complete toolbox 
of good questions which 

can help facilitate the process, e.g. 
opening questions, process-generating 
questions and follow-up questions. The 
questions may be in the nature of 
direct clarification, leading questions, 
indirect clarification, incentive ques-
tions, reflection questions, second-
order questions, interpretative ques-
tions and launch of an idea (see figure 
11 on the next page). 

Asking good process-generating ques-
tions is a discipline in itself which cannot 
be mastered without a great deal of 
training. Thus, train your questioning 
technique as often as possible. This will 
provide you with an arsenal of different 
questions that suit your personal facili-
tation style and at the same time can 
be used for leading the group in the 
right direction.  

5. Be conscious  
of the power 

As a facilitator, it is essen-
tial to be conscious of your own power 
and position in the process and espe-
cially in the role of a facilitator. Thus, it 
is extremely important that a facilitator 
is as objective and fair as possible. 
Furthermore, it is also essential to be 
conscious of the power constellations 
brought into the process by the partici-
pants in relation to either handling the 
very dominant and powerful or using 
the right persons as opinion makers. Ib 
Ravn says: ”No room is power-free, and 
as a facilitator, you must pay special 
attention to whose interests you pro-
mote through each and every small 
facilitation artifice you make, your own 
interests, the colleagues’, the manager’s, 
the companies’, the customer’s etc.” 
(Ravn, 2011).

Facilitation comprises elements of 
intentional management. Therefore, it  
is important to withhold own interests 
and opinions in relation to the result 
(unless asked directly, e.g. what are 
your thoughts about the result of our 
process?). Furthermore, you must be 
conscious of what we call the ”power 
of the pen”. You are the one who 
decides what is being written down  
on the flipover or in the minutes. Thus:

•	 Write down what was said and 
discuss the content afterwards, 

TIPS AND TRICKS TO CREATE 
ENERGY

Create confidence, energy and 
atmosphere in your process

During the process, a number of 
methods can be used for creating 
confidence, energy and atmos-
phere. These methods are called 
energizers, openers and closers.

Energizers can be used during the 
session for creating a particular 
(sometimes new) energy or atmos-
phere among the participants. It is 
not a prerequisite that the energizer 
has a direct and clear link to the 
content.

Openers can be used at the begin-
ning of the session to create confi-
dence for the participants. It can 
e.g. be a brief interview in pairs 
about what the other person works 
with and what he/she is particularly 
interested in with regard to the 
subject of the process.

Closers can be used for closing the 
process, and they often have ele-
ments of reflection on the process, 
its result and own realisations or 
next step in relation to oneself and 
the further work with the themes 
of the day. Closers can be ”quiet” 
to emphasise reflection or more 
dynamic with interaction and even 
music depending on the purpose.



18 Facilitation

FACILITATION

regardless of whether it is possible to 
make it more precise or the content 
is not correct 

•	 Write down what was said – not 
what you think was said. Stay on 
your own turf and do not interpret 
what was said. This will indicate 
that you are of the opinion that the 
participants cannot formulate them-
selves sufficiently, and, even worse, 
that you perhaps have misinterpreted 
what they meant. If in doubt about 
the meaning, ask the participants to 
elaborate

•	 Write as legibly as possible

Good preparation is  
essential – the rest you just 
have to plunge into

This article has provided a number of 
suggestions on how to prepare and 
handle in practice different types of 
group processes and meetings carried 
out in organisations today. Everybody 
who has conducted group processes 
knows that it is an art in itself to get a 
group to become the best version of 
themselves. However, when it is success-
ful, it is a fantastic experience, both for 
the group and the results delivered  
as well as for the person helping the 
group in this process. Facilitation is a 
craft that must be learned, and it takes 
more than one shot. Becoming a skilled 
facilitator calls for training and 
patience. Facilitation is not something 
you can learn from a textbook. The 
best advice is to simply plunge into it, 
gain experience with what works and 
does not work and get feedback on 
your role, style and methods. 

Enjoy!

ARTICLE

TYPE PURPOSE

Direct 
clarification

Challenge or clarification.

You are not sure about 
whether what is said is  
correct or you need further 
explanation.

”Why is that necessary?”

”What does it result in?”

”What do you mean?”

Indirect 
clarification

Clarification.

Further explanation –  
especially useful in case  
of insecure participants.

”Is the reason for this being 
important that…?”

Redirection Back on the track.

The point is not relevant  
to the present discussion.

”That is a good point. Can 
we put this subject on the 
list?”

Playback Assurance.

Let the participant know 
that you have heard and 
understood the point.

”It sounds as if what you 
are saying is that… Is that 
correct?”

Leading 
questions

Lead the mind towards  
other trains of thought.

You want to guide the 
group towards other 
solutions.

”Are there solutions in the 
field of…?”

”Which alternatives are 
there?”

Activating/ 
pace questions

Make the ideas flow.

The group is not getting 
any further and needs to 
be activated.

”What else?”

Encouraging 
questions

Show appreciation –  
and get their support.

The group needs to be 
warmed up or kept awake.

”This is really important, 
isn’t it?”

Questions that 
make ideas flow

Suggest a possible solution.

The participants have failed 
to see a potentially useful 
solution.

”What about...? What 
would the advantages be? 
And the disadvantages?”

EXAMPLE

Figure 11. Follow-up process questions.  Source: Implement Consulting Group
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Appendix

1. Script template 
2. Involvement techniques
3. Meeting types
4. Process forms

Links to energizers, openers  
and closers

•	  www.businessballs.com  
(choose e.g. teambuilding/games)

•	  www.wilderdom.com 
•	  www.braingym.org  
•	  www.skillsconverged.com/FreeTrain-

ingMaterials/tabid/258/Default.aspx 
•	  www.krealab.aau.dk/ 
•	  www.astd.org 
•	  http://dialoogle.dk/ 
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FACILITATION

APPENDIX 1 – SCRIPT 

Purpose

Success criteria

Context

People

Environment

Roles

Form

BACKGROUND DESCRIPTION

REMEMBER

TIME

Purpose – why are we going 
to do this specific item?  
It is important to consider 
carefully why you choose 
spending time on each  
individual item!

AGENDA ITEM HOW AND WHO IS RESPONSIBLE?

How is the agenda item to be facilitated  
+ detailed time schedule

It is important that 
you consider what 
is required for each 
agenda item (and 
what is to be pro-
duced, if relevant)

MATERIALS AND…?

Before

During

After
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APPENDIX 2 – INVOLVEMENT TECHNIQUES

Examples of simple exercises for the facilitation process

Individual reflection

Participants who think while they speak 
and are quick at articulating themselves 
are often in their natural element in 
processes while those who prefer to 
think before they speak are often over-
looked. In order to embrace partici-
pants with this preference, individual 
reflection is a good exercise as each 
participant gets individual time to write 
down thoughts and questions (Ravn, 
2011).

Discussion in pairs or small groups 
(3-6)

This exercise can increase confidence 
for the participants and allow for more 
viewpoints to come into play. Adult 
educational research and brain 
research indicate that in order to learn 
(and, thus, also participate), we need to 
feel confident (Knud Illeris: Læring and 
Eric Jensen: Brain-Based Learning: The 
New Paradigm of Teaching). If you have 
experienced standing in front of a 
group where nobody or only a few par-
ticipants responded to your questions, 
the reason may be that they did not 
feel confident talking in front of a large 
forum. It may slow down the pace of 
the process and, even worse, have a 
negative impact on the quality of the 
result! If you know that some questions 
are of a difficult nature or if it is early 
on in the process, it may be a good 
idea to let the participants discuss the 
questions in pairs for a couple of min-
utes and subsequently discuss the out-

come in plenum. This approach will 
have a positive influence on most peo-
ple and make them more ready to talk 
in large forums as they have both con-
sidered and discussed their individual 
viewpoint and also experienced that 
the person sitting next to them as well 
as the other people around the table 
are ”harmless”. A great side effect is 
that the energy level in the room often 
increases, and the lively buzzing from 
the participants indicates that they 
have a great deal of input to bring into 
the process. Variants of this form 
include ”walk and talk” where the par-
ticipants go for a walk and reflect on 
the learnings from the process they 
have just been through or a question.

Around the table (3-12) 

In this exercise, everybody gets the 
opportunity to express themselves, and 
according to Ib Ravn, it is a typical 
Danish phenomenon which cannot 
always be ”exported” to other countries 
and cultures. The exercise is particularly 
good if it is important to get all of the 
participants’ viewpoints about a given 
subject. Furthermore, it can work as 
follow-up on the individual reflection 
made in pairs allowing the participants 
to have time to both think and articu-
late themselves. An important attention 
point is that the exercise may take a 
long time and easily gets boring. Thus, 
make sure to give clear guidelines as to 
duration and content and have one of 
the participants who you know will 
keep the time demonstrate duration 

and content by starting out. It provides 
the other participants with a clear pic-
ture of the guidelines.

Stand-up dialogues

This is a good exercise for creating  
variation and pace at the meeting or 
workshop, e.g. by hanging flipovers in 
the four corners of the room with 
reflection questions and asking the par-
ticipants to fill in the flipovers in small 
groups. After a couple of minutes, the 
groups move on to work on the flip of 
the previous group. The exercise creates 
energy in the room, the participants are 
physically active, and at the same time 
they get inspiration from the work of 
the other groups, which helps generate 
new thoughts.  

Another approach is to ask the partici-
pants, either in groups or individually, 
to produce a number of coloured cards 
or Post-its, either with answers to some 
reflection questions or as part of gen-
erating new ideas for a given solution. 
After this, the facilitator will ask the 
participants to put them up on the wall 
or an oblong brown paper and review 
their work. The purpose of this exercise 
is that all participants can visually see 
the answers hanging on the wall, and it 
will also provide the participants with 
the sense that they are extremely  
productive. The exercise also provides 
the facilitator with a good overview in 
relation to further prioritisation of the 
coloured cards or as inspiration to  
further work to refer to continuously.
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APPENDIX 3 – MEETING TYPES

The below figure outlines different meeting types for different purposes

MEETING TYPES NUMBER OF PARTICIPANTS 

Solution meeting 3-9

Involves solving an organisational challenge by choosing between different specified 
alternatives. This number of participants both allows for all individuals to be heard  
and be able to discuss different perspectives thoroughly.

After-work meeting Presentations and questions about a particular subject, for employees or open for  
others as well.

Political meeting (in municipalities,  
ministries, non-governmental organisations)

Participants comprise selected persons (not just employees), i.e. politicians in the  
broad sense. This often means more comprehensive discussions or negotiations with 
consideration for the support base and implicit agendas which you do not see that 
many of in top-down organisations.

Orientation meeting  
or employee meeting

A manager who is two or several levels above the called-in employees informs for  
approx. one hour about the status and strategy in the past quarter or year.

Board meeting Each quarter or more rarely, extensive minutes, more formal meeting management.

Network meeting Specialists who do not see each other on a daily basis meet to exchange experiences.

Joint consultation committee meeting Representatives for management and employees, respectively, discuss common  
matters in accordance with the regulations.

Creation meeting 7-16

Involves creating a solution or developing a new method. This number of participants  
is small enough to make decisions concerning difficult subjects and large enough for  
all areas affected by the change to be represented.

Indicative meeting 12-24

Involves participating in establishing new directions for the organisation. This number 
of participants is large enough to obtain diversity of ideas and not too large to have 
discussions which can be facilitated in order for everybody to be heard.

Review meeting, evaluation meeting  
or idea generating meeting

2-100+

Involves participating in quality assuring or commenting on previous decisions or  
work processes/procedures. As the session primarily focuses on quality assurance  
and commenting, the number of participants only depends on logistic considerations.

Weekly office meeting, departmental  
meeting or staff meeting 

Typically 5-30 

Duration: 1 hour. The department or the institution is gathered once a week, typically  
to receive information from the manager and discuss other occurring matters.

Management meeting 3-10 managers in the same unit meet to coordinate – often together with their  
immediate superior.

Project team meeting, working meeting  
in working group, committee meeting,  
team meeting 

Typically 3-15 

Duration: from one to several hours. They meet to coordinate their individual  
contributions to their joint project or task.

Source: Wilkinson (2004) and Ravn (2007)
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APPENDIX 4 – PROCESS FORMS 

Seminar facilitation

LARGE-SCALE PROCESSES

This is a collective designation for processes with more than 40 
participants. Designing and facilitating large-scale processes are a 
special discipline. In large-scale processes, it is not possible for all 
individuals to communicate with plenum. Thus, small groups become 
decisive – the individual communicates with the group who commu-
nicates with plenum. The below methods can all with adjustments 
function as both small-scale and large-scale processes.

Examples of typical large-scale processes:

”Specialist” conferences are aimed at different types of specialists, 
and there are typically 50-300 participants. The typical duration is 
½-2 days, often the conference merely consists of plenum presenta-
tions (maybe 3-15), and the speakers usually receive a fee from the 
conference organisers. The conferences are often arranged by asso-
ciations, non-governmental organisations or public authorities to put 
a topical subject on the agenda and provide information on it. Thus, 
participation is often free of charge or charged at a small fee.

Scientific conferences are typically arranged by scientific associa-
tions for their members, i.e. researchers, and there are 100-2,000 
participants and many presentations (e.g. 30-500). The presenta-
tions are brief research reports with a duration of 15-30 minutes, 
and they are often presented in parallel sessions or at workshops as 
there is not enough time to hear all in plenum. Scientific conferences 
are financed by the participants (e.g. DKK 1,000/day in fee), and the 
participants will often only get their participation covered by their 
workplace (universities etc.) if they conduct a presentation. That is 
one of the reasons why the programme contains many presentations 
– otherwise, it would not be possible to hold the conference.

Sales conferences are arranged by pharmaceutical companies for 
doctors about diseases which the company’s drugs can help cure. 
Often, they are simply called conferences and are by some doctors 
considered as supplementary education as the presentations are 
held by experts, but they are often discreet sales meetings – one of 
the few legitimate manners in which pharmaceutical companies can 
promote their products.

Strategy processes are arranged by organisations that want to cre-
ate wide employee involvement concerning the future organisational 
goals and visions which management has for the company. Typically, 
the entire organisation or employees from all parts of the organisa-
tion are invited.

Source: Ravn (2007) and Implement Consulting Group

APPRECIATIVE INQUIRY – SEMINAR

Appreciative Inquiry is based on the 4D method: discovery, dream, 
design and destiny. The 4D method is a phase model originating 
from the recognised and resource-oriented approach Appreciative 
Inquiry (AI). The method may take from 3 hours to several days.

The process form is suitable as a framework for development  
processes and may also be used as a template for development 
conversations, e.g. coaching.

INNOVATION CAMP 

Innovation camp is a process form which focuses on a specific  
assignment.

Approach: The groups are formed across specialist competences 
and professional background, age, gender and preference. The 
group assignment is to develop innovative and promising ideas for 
the specific problem. It is possible for the groups to receive expert 
help during the process or through external disturbances in the form 
of films, presentations or other sensory input to foster creativity.

It is an intense and time-consuming work which often takes place 
over 2 days with accommodation.

The process form is suitable in connection with a specific problem 
which calls for innovative solutions.
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APPENDIX 4 – PROCESS FORMS (CONTINUED)

TIMELINING

Timelining is a process form that gives an overview of the specific changes which  
the organisation has experienced during the past time.

Approach: Draw a long timeline on brown paper and write down the years from  
a relevant start time and up to date. 

Each participant in the group is encouraged to indicate on the timeline where he/ 
she has experienced a significant event (new manager, new department, new busi- 
ness area etc.). The participants are encouraged to share their story and tell what  
it is about this story that has created resonance for him/her.

Depending on the group size, the process takes 1-3 hours.

The process form is used for creating an over-
view of previous initiatives, and at the same 
time, the group experiences the creation of 
a mutual awareness of the resources and 
stories present in the organisation.

THE WORLD CAFÉ 

The World Café (TWC) is a conversational process exploring subjects which are 
relevant to the group in question. As a process, TWC can evoke and make visible the 
collective intelligence of any group, thus improving the group’s capacity for effective 
action in pursuit of common aims. The metaphor ”The World Cafe” symbolises that 
you visit different countries and learn new things. 

Approach: A minimum of three tables are set up in the room. Each table has a host 
who facilitates the process. The group is divided into three teams, and each team sits 
down at a table. At each table, there is a theme or a ”challenge” which the team is to 
solve/brainstorm on. When the team has finished one table, they circulate to the next 
one. The table host is responsible for collecting input from all three teams who have 
visited the café table, and in plenum the table host communicates the next step. 

Duration: Typically 1 day.

The process form is used for exchanging 
opinions and giving input and based on this 
co-evolve new ideas and focus areas qualifying 
the project.

WORKOUT 

Workout is a process in which concrete work is carried out ”on the spot”. The workout 
process was introduced by Jack Welch (Chairman, General Electrics) and is the fore-
runner of the Accelerated Change Process. 

Approach: It is an intense, focused and concentrated problem-solving process where 
stakeholders, e.g. customers, suppliers, employees, managers etc., are invited to de-
fine the root cause of a specific problem. Based on this, solutions, recommendations 
and action plan are prepared to implement the solution. Subsequently, a decision 
panel is appointed which decides on final approval, refusals and/or puts the sugges-
tions ”on hold”. 

Duration: Typically 1-3 days.

The process form is particularly suitable for 
projects if they have reached a deadlock, if 
there is a lack of momentum, in connection 
with entering a new phase, new complex 
changes etc.

ACCELERATED CHANGE PROCESS

The process form is particularly suitable for 
complex change projects which demand 
much involvement and may be under time 
constraints.

The purpose of the Accelerated Change Process is to create action before importance 
and implement the change instead of just ”talking” about it.

Approach: The process is carried out by a specific group of participants who are 
removed from their ”ordinary workday” in order to focus fully on the issue at hand and 
its implementation. The process involves a high amount of intensity and a low level of 
reflection as focus is aimed at initiating specific actions and not reflections on advan-
tages/disadvantages of a given solution etc. 

It is not a prerequisite that the issue is known by all participants in advance. The issue 
is communicated in the morning on day 1 where the remaining work in relation to 
analysis and design is also prepared.

It is a tough and relatively demanding process which may last 1-5 days. An example of 
an ACP is a BlitzKaizen.
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APPENDIX 4 – PROCESS FORMS (CONTINUED)

OPEN SPACE TECHNOLOGY

Open Space Technology (OST) is based on Harrison Owen’s methodology about self-
organisation and the Law of Two Feet. OST is a method which mobilises knowledge 
and experience among the participants, thus enabling large groups to solve complex 
problems. It is a dynamic work form involving discussions and cooperation, and each 
participant participates actively with his/her own competences and creativity and, 
thus, has a direct influence on the final result. 

Open Space principles: 
•	 Whoever comes is the right people
•	 Whatever happens is the only thing that could have
•	 Whenever it starts is the right time 
•	 When it’s over, it’s over 

The Law of Two Feet: 
If a participant finds himself in any situation during the process where he is neither 
learning nor contributing, he must use his two feet and move to some place more to 
his liking. 

Approach:
1. Welcome and introduction to the method. Introduce purpose and overall theme.  

A little information about the work method – no lectures, self-organisation and the 
Law of Two Feet.

2. Formulation of work themes. The participants define what is important and relevant 
to them. Ask questions such as: What is important to you to get answers to, and in 
order not to waste your time, what is important to focus on? Write down the ques-
tions on Post-its and put them on the wall on a plan prepared in advance consist-
ing of a table of times and location.

3. Self-organising. All participants choose the question/subject which they are 
passionate about/interested in. All participants are responsible for own motiva-
tion and involvement. Write down the most important points during the process. 
Choose a person in each session to take notes.

4. Debrief. Each group shares their work with the other groups, e.g. in a café model 
or a gallery. Summing up: What happens now? How do we proceed?

Duration: Typically between 1-3 days.

The process form is particularly suitable for 
creating development in the group and pro-
viding all participants with the opportunity to 
actively participate in the solution of complex 
problems. 

FUTURE SEARCH

The process form is particularly suitable for 
releasing the criticism and creativity for which 
there is not always room in everyday life. It 
enables a group of people to generate ideas, 
initiate development processes, loosen up 
routines, habitual thinking and mark time. 

The purpose of the process is that criticism and ideas are interlaced to concrete  
action plans during the workshop. 

Approach: 
Future Search is divided into three phases:

1. Critique phase – everybody releases frustrations and criticism

2. Visionary phase/fantasy phase – everybody gets the opportunity to dream about 
a possible future scenario independent of resources, power constellations, geogra-
phy etc. 

3. Preparation phase/reality phase (who does what when)

Following a review of the three phases, the input is thematised and prioritised, and 
the contents of the action plans will involve common denominators and visions for 
the employees. 

Duration: Typically between 1-3 days.
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