
[image: image1.jpg]



12 Facilitation Tips for Coaches
Tip 1.  Setting the expectations and “mood”
The facilitator sets the stage for the meeting by:
1) Establishing a “doable” agenda that should achieve agreed outcomes.  
· Participants should know what the agenda is for the workshop and be clear on why they are there.  (“This plane is going to Miami.  If you want to go to Milan, you aren’t on the right plane.”) 

· As much as possible understand the other outcomes that the participants desire.   For those outcomes that are not possible to address within the context of the workshop, consider developing some follow-up plan with the participant to help them make progress towards fulfilling that outcome.  For example: recommend a book or article that they might read or person they might contact for help or information, etc.

     2) Setting up the space.
· Minimize distances between people as much as possible in plenary discussion. 
· Best to use round tables arranged in semi-circle whenever possible.  This allows teams to sit together around the tables.  
· With small groups, U-shaped table works well for plenary.  But anything over about 15-20 people often results in too much distance between the people sitting across from each other.  
· With large groups may be best to have chairs arranged as much as possible in semi-circle and break-out spaces for the exercises.   
· When using break-out spaces, establish fixed break-out areas for individual teams so that you minimize time needed to move from plenary to activity. 
     3) Allowing ample time for introductions.    
· Don’t underestimate the importance of recognizing each person’s presence individually. If you can do this in a fun way, it becomes easier for the people to remember each other’s names.  
· A good and easy introductory exercise is to have each person say their name, title, affiliation and to share something about themselves that would be a bit of a surprise (not likely to appear on a resume).  If you write this anecdote next to your participants list in your notebook, this exercise will allow you as the facilitator a “hook” to use at different points in the session as a way to connect with some of the different participants.  

· There are many of these types of exercises.  Another fun exercise is described in the resources section under the facilitator’s detailed agenda.   
· Be careful to set up the exercise in a way that you can control the time each person takes. 
     4) Setting up the ground rules. It is important for group meetings to have some established   

         ground rules.  
· Workshop ground rules are time tested.  Make sure you have them (or some variation) prominently displayed throughout the sessions.  
· Some groups make up their own as a way to ensure buy in.  For meetings you are doing for/with lots of partners, you might want to take the time to do this.  You could let the group get at their ground rules through a brainstorming exercise and then make sure you ask “leading” questions to get at important ones that are missing in the group’s list.  But this exercise will take time.  Another way to do essentially the same thing is to display a list of ground rules and ask if the group can live with these or would want to change or add to the list.    
     5) Setting the tone with your mood and attitude - the group really will reflect your mood and attitude.

· Be happy to be with this group. It really helps to have a co-facilitator, especially in larger workshops. This enables you to keep your energy and spirits up and relieve each other when someone is fading. Tip: The breaks and field trips help to keep up your energy, too.
Tip 2. Encouraging Participation – “Round robin” - getting everyone engaged.
In a large group setting, the ideas of the more quiet or contemplative thinkers can often go unheard.  Also the ideas of the more extroverted participants can often end up too prominent. And in some cultures, establishing a “boss free” zone isn’t always easy.

You can help to address some of these issues, by providing a few minutes (depending upon the question) for participants to either think about the question for a second or write down some ideas on their notepad and then go around the group one by one allowing the participants to articulate their ideas (one idea at a time) This method helps to ensure the following:

1. That everyone gets a turn to offer a thought;

2. A maximum diversity of ideas;

3. By having participants writing or thinking first, you often eliminate the “thinking out loud rambling” response;

4. You can capture the points better on a flip chart (because they usually are a bit clearer in their articulation) or you can have them write on colored note cards or index cards to allow you to easily pick them up.
Note:  It is important with this technique, as with brainstorming, to allow only clarifying questions from other participants when someone is sharing their idea or response.
Tip 3.  Affirmation techniques
These are fundamental techniques that will make a huge difference in the participation of the individuals and cohesion and mood of the meeting.

1. Listen intently when participants are speaking.  Give them your full attention.  Maintain good eye contact. If you are distracted, recognize the distraction and indicate when you will be able to address and focus on what they are sharing.
2. Validate everyone’s input – do your best to be a “yes” person.  Affirm and encourage participant’s ideas and comments, with positive reflections.  Even when you think that their point is off base, practice “yes, and” not “yes, but” statements.  Phrase your comment as much as possible in a positive light.  “that is a good way of thinking about that, I wonder if you might also think about…” 

3. Trust in the knowledge of the group.  You are there to help to bring their wisdom and knowledge to light, not to tell them what you know.  When you see something in their conservation plan that you think needs work, try asking questions to the group that leads them to the concern, don’t offer it yourself right away.  That said, however, remember that you are a coach and a coach wants the team to play their best and win, so if the issue that you see does not come out, find a way to tactfully share your observation with the team.  Examples: “Since no one else has mentioned this, one thing that I am wondering about is…”  or “can you talk a bit more about why you chose x?”
4. Address the participants by the first name as much as possible.  Some tricks to help you to do this are: make sure you have first names on their name tags large enough to read; use name plates at their tables; keep the participants list near; and write things next to the names when they introduce themselves that will help you to remember them (e.g. red hair, really tall, looks like my brother, etc. But remember always keep these comments kind.)
5. “Team gets last word” Always ensure that the “team gets the last word” in “Efroymson fellowship” style.  This act alone ensure participants that you recognize them as the experts on their site and that you are all there to help them to discover and enrich their own thinking.    
Tip 4.  Brainstorming 
This is a classic facilitation tool to get a group to generate ideas. The traditional technique was the following: Participants share ideas and suggestions on a given topic without any group filters or judgement, and someone records these ideas. While widely accepted and used for decades, there is significant evidence that shows that groups that generate ideas through the classic brainstorming method, actually come up with far fewer ideas than if the same number of people worked alone and then shared their ideas.    
Here we share a technique from Liberating Structures, is called 1-2-4-All, that gives a voice to everyone in the group, that fosters a wider emergence of ideas, and that makes it easier for people to interpret things from diverse angles. 

It is easy for new facilitators to do and used regularly by highly experienced facilitators.  It can be used to help a group build a list of ideas and “think outside the box” for almost anything.  

This is how it works: 
· Start with an open question to explore (defined by the group or proposed by the facilitator)

· Every contribution is worthwhile – no censoring ideas. 
· Encourage wild, weird, way-out, silly ideas - suspend judgment.
· Each person takes five minutes to write their ideas down.

· People pair up and share their ideas. At this point, they may find some common themes, a new idea may emerge from the conversation, or their ideas may fit together in a complementary way.

· Each pair joins another pair to discuss the ideas and learning in a group of four. Groups reflect on similarities and differences, and all ideas are recorded. Grouping is OK, as long as everyone agrees.
· Everyone returns to a discussion in the large group. Depending on what is needed from this exercise, participants can be asked to share one idea that stood out in their group or share all ideas.

Prioritizing a Brainstormed List 
The easiest way to identify priorities from a long list of ideas is to:

1) Cluster similar items -- Simply ask “Are any of the items on the list similar or closely related.”  Using a highlight color (e.g. pink, orange or red), label all the items in the first cluster with the letter “A”.  Then go on to the second cluster and label it “B” and so on.   It is OK to help the group see clusters, but it is not necessary to fit all items into a cluster.  When the group has identified all the clusters, name each of the clusters to make it easy to refer to them.  

2) Vote using N/3 – One way to identify the items in a brainstormed list that the group wants to continue to develop or work with is to let the group vote.  To determine the number of votes each person gets, count up the number of items on the list with each cluster counting as one (=N) and divide by 3(.  For example, if there are 15 clusters and items on the list, each person gets 15/3 = 5 votes.  If you use the 1-2-4 technique, you can also ask pairs to order their ideas by assigning their votes as a group (and then you add up votes for similar ideas when all ideas are shared).

Give the group a chance to discuss the items, so everyone understands them.  If you don’t get their point, keep your questions simple.  “Could you repeat that please?”  If you really don’t understand and sense no one understands what that person is saying, try “I am not sure I got that right, could you share it in a slightly different way?”  or “Will you help me? I am not sure I understand.” 
Encourage members to “make the case” for the items that they think are most important.  After the discussion is done, let the group vote.  You can do this with a show of hands, round-robin, secret ballot, or asking people to go up to the flipchart and mark their vote next to their top 5 priority items (with a pen or sticky dots).   This almost always results in group agreement on a few items that are highest priority to address.   

Now the group can focus their discussion on how to take action on these high priority items.  

Tip 5.  Stacking as a way to manage discussion 
This may seem simple but it is a very important skill for you to seamlessly use when many people are eager to add to a discussion.  As the facilitator, you need to manage that eagerness without stifling the quieter ones or “taking the wind out of the sails” of the more enthusiastic people.  The technique:

· When many hands go up, you recognize everyone by name and suggest an order for who will speak.  It isn’t always necessary to suggest the order in the way in which you observed the hands going up. 
· If you can, suggest the order based on who has spoken less or, if you know the people well, based on whom you believe might have the most useful and clearest comments to further the discussion on the specific point at hand.  

· Do your best to remember the names and order or some individuals may take offense or withdraw.  If there were many names, jot them down.  

· Advanced: if someone really needs to follow up on the current topic before another topic is introduced, they can hold up 2 fingers – the facilitator can then allow them to jump the queue.

· If people keep raising their hands even when they have already been recognized, encourage them to know that you are excited about their input too and in the same breathe, urge them to direct their attention to the point being made by the current respondent.  “I know you’ve got something great to share, too, John, Let’s give Mary our full attention right this second.”  

· Hint.  Be as natural as possible when you use this technique and don’t over-use it as it can make the dynamic of the group too stiff.  

Tip 6. Managing side bar conversations

The “no side bar” rule is one of the basic ground rules for workshops because when people carry on conversations with each other while the group is interacting it can really disrupt the energy of the session.  In the worst light, this activity implies disrespect for the meeting as a whole and for the other participants who currently are speaking. Sometimes it is the result of a more quiet person having a thought or observation that they aren’t quiet comfortable sharing with the group.  In either case, it is a loss to the group process. Some suggestions for addressing side bar conversations when they arise:

· Say to the people who are carrying on the side bar conversation, in a very genuine way, “Could you please share that point with the group.”
· If room arrangement allows, stand next to the conversant.

· If you have good reason to suspect the conversation has nothing to do with the work at hand, kindly, remind them of the “no side bar rule.”  You might add something like “we really need to have your best ideas and thoughts, too.”
· If it happens a lot with that same person or persons, you might say “we really need to have one conversation at a time.”   And at the break, as kindly as possible, ask if there is something you can do to help them to eliminate the side bar conversations, because it is really distracting to the group as a whole and people have spent a lot of time and money coming to this meeting.
· You can also ask the group at the beginning if they would like to set up the rule that if someone breaks the Ground Rules they have to pay dollars/rupiah/yuan into a kitty.  And if you see side bar talkers, you can just walk over to them with a basket or envelop and, smiling, point to the rules and say “pay into the kitty.”   (Reminder.  You have to have a way to use the money for the group figured out if you set up that rule (e.g., for beer, charity, etc.).
Tip 7.  Flip Chart “etiquette” 
It is important to recognize that recording on flipcharts is not merely a tool for keeping a record.  It validates people’s words, making them feel their ideas are valued.  It serves as a group memory, so people are free to keep thinking.  It gives them a reference for strongly held views, so they don’t need to repeat their point to be sure it is remembered.   It equalizes and balances individual input.  It enlivens the discussion.  Most importantly, it helps people work toward understanding and integrating each other’s points of view.  It is one of the facilitator’s most fundamental tools for supporting groups to do their best thinking.  

Some facilitators do their own recording, but many prefer to have another person do this.  

Many find these “marker management” tips helpful:  

· Alternate 2-3 colors on a page
· Use “earth tones” for text (blue, brown, purple and green).  Avoid black (reserve for numbering pages)
· Use “hot colors” for highlighting (red, orange, yellow, pink)
· Make thick-lined letters (with the wide end of the marker tip.) 2” letters can usually be seen comfortably across an average classroom.
· Put title and page number on every page (can do after meeting)
· Roll up (or fold) flipcharts at end of meeting and label them.  Give them to the person responsible for distributing the “group memory” or meeting summary.   
· Before the brainstorm session, tear off a bunch of strips of tape and have them ready for hanging the finished sheets. 
Tip 8.  More on Encouraging participation 
These workshops reach their potential when the greatest number of people really engage.  You can enhance that in different ways.

1. Vary the types of activities and break-out combinations when possible.  
· Some people will be very active in the break-out group and quiet in plenary.  That is ok if you are pretty comfortable that they are engaged enough.  You can also call on them in plenary when you noticed that they were really active on a point in breakout.  

· The field trip in the middle of the workshop does as much to increase the groups comfort with each other and stimulate the interactions as anything. 

·  If you really have a quiet group, you can do an exercise in a way where you are pairing people for a short time and then have them come to the group.  Example:  you might break people into pairs to do stresses and sources for different targets and then bring their ideas to the team. 

2. Give people some time to think about a question before hand and then call on people who have not been as forthcoming, you can break the ice for them a little .Different types of people will respond to different types of set-ups.  

3. Ask a quiet person to read your slide out loud.
4. Managing long talkers – try these interventions: 
·  “This is a good thought, but let me stop you there because it would be good to get other’s ideas, too.” 
· “Please let me stop you there, I need to be sure that others have a chance to add before we go on to the next topic.
· “Maybe we can go into this topic in more detail at the break.  But for now we need to move on to get through the content.” 
· “This is all good content, could you give me your main point so that I can capture it faithfully on the flip chart?”
· Sometimes the “long talker” is one of the more expert people in the room.  If so, you can sometimes diffuse their need to share so much content by getting them involved in producing a particular product for the group.  
· But remember.  What ever you do or say, always, always, always be polite and respectful!
Tip 9.  Fast feedback technique – Plus/Delta 
To get positive, constructive feedback from a group at the end of each day and/or at the end of the meeting.  

Plus/Delta is very quick (ca 5-10 minutes) and groups find it very empowering.  It also gives the meeting team feedback, so they can adjust anything that might not be working well.  This exercise is really easy, so a facilitator-in-training can build confidence in their skills doing this.  The only catch is that the meeting team/facilitator should incorporate the group feedback the next day, if at all possible, to show that the group’s input was valued and used to improve the meeting.

To get the group started, you can say something like:

“It is really important to me to make this meeting as good as it can be.  And I also want to get your feedback on how we might improve when we do this again.  So I’d like to ask you all to play the “plus/delta” game with me.

A PLUS (+) is something that really worked today (or this week) and that we should be sure to continue in the future

A DELTA (a triangle) is something that we could change or do differently next time to make the meeting more effective.

You can give us feedback on anything and everything - from logistics, like the room and food, to the agenda, discussions, presentations, etc.

For quick feedback, let people volunteer and give you pluses or deltas in any order.  If you want to hear from everyone (or no one is volunteering), you can go around the table and ask for at least one plus or one delta from each person.  Record it all on a flipchart that is set up with two columns a plus sign heading one column and a triangle heading the other. 
You can also set up two flipcharts on the wall – one with “Plus” written at the top and the other “Delta” and ask people to write their +/delta on the flip charts or on sticky notes and place them on the flip charts before they leave for the day.
Tip 10.   Reflecting and rephrasing – specific emphasis 
You will use this to ensure that participants are really being understood and validated by you and by each other.  

1. Reflecting involves carefully repeating what you heard or encouraging other participants to repeat what someone just said to ensure that the point was well understood.  The idea is to be a real mirror.  Not to distort the content or intention of the originator of the idea at all.  This is harder than it sounds.  The goal is to really actively listen.  Often people only listen enough to hear what they already know or to cue their own follow-on comments.  Reflecting comments are meant to reflect as best as you can the meaning of the person’s statement, not necessarily a word for word parroting.

Setting up a reflecting comment:

 “I want to be sure I am really understanding you” or

 “I really want to be sure I am hearing what you intend…”

“I want to be sure you guys are really connecting on that point.  Could you repeat what you heard him say just now?”

2. Rephrasing - you will use this often.  
· When you want to shorten someone’s comment to effectively capture it on a flip chart. (Always with their permission.)
· When you want to be absolutely certain you understood the content but you find their phrasing confusing, you might ask their permission to rephrase.  “Let me see if I really understand your point, is this another way to say the same thing?”

· When someone says something that could be hurtful to another, you will want to help them to distill the valuable nugget in a positive light. 

· Peer says to presenting team in reaction to their strategic action:

 “I have no idea why you would want to do an education program with kindergartners, that seems crazy to me.” 

You say:  “Whoa, let’s try that again shall we?  Turn to presenting team. “Talk to us about how you see this strategic action leading to realization of your objective?” 

Tip 11.  Lifting the mood
Hopefully you will have enough activities and diversity in your agenda and you will be staying in such a lovely natural area, that you don’t have to worry too much about waning energy or a withdrawing group but just in case, here are a few tricks.  If you need them, you will find them pretty easy to use and generally helpful.

1. For a sleepy afternoon slump.  Candy Bag (Audrey’s tried and true) – have a bag of good candies and when people least expect it on a sleepy afternoon, pull it out and say “Candy bag, pass it around.”

2. To stimulate more interaction.  Candy Toss. Give everyone a small number of wrapped candies and tell them they are not to eat them.  They are to give them to someone when that person says something they find new or interesting. (This can be a fun thing to do in a strategy formulation session.)  Encourage them to say why they are passing or tossing that candy to the person.  “You get a candy from me for …….”

3. Rearrange the agenda.   Ask the group if they would like a two hour lunch and then work later into the evening?  Or ask them if they would like to forego that element of the agenda as a group and take a short walk (usually we cram way too much into our agendas, incidentally).  
4. Have the group do something physical – a few stretches, move their chairs into a new arrangement.
5. Break and take your group photo.

6. Take a break and call them back with some funny music on your computer.  E.g. If you are in Georgia, have music about Georgia on your computer.  If you are doing a Climate Change adaptation segment, have “Heat Wave” on your computer.  
7. Lift your own spirits somehow – this is so important!!!!
8. Turn off the power point projector.  If you really have to convey the content on the slides, have the participants read the slides in the notebook and go around the room asking individuals to explain what they think selected points means.  If you don’t have to cover that content precisely, ask the people in the room to list what they want to know on that subject on individual cards in the form of questions.  Take a break and group their questions into logical subtopics.  When they return from break, group the participants into break out groups around the sub-topic for a discussion of the questions.  Asking them to record the group’s answers to the questions.  
Tip 12.   Finishing Strong 

How a workshop closes will leave a lasting impression on participants – so it is important that you end well.

1. Prior Planning – as with everything else in a successful workshop, prior planning and preparation of the end of a workshop will pay off.

2. Plan for Full Attendance – it is so important for the entire group to participate through the end of the workshop. When people leave early it is disruptive and can mess with the group’s mood. Inform participants about the real ending times using the agenda and ask them to participate through the end. Think of something attractive to include at the end so the participants will look forward to it (it can be an award giving or graduation ceremony, a short interactive story/play or else)

3. Maintain the Positive Mood – maintain your energy level as a facilitator all the way through. Keep participants involved with icebreakers, games, discussion to the end.

4. Revisit Expectations – it is important for the team to reflect about the success of the workshop. In the closing provide the team with the opportunity to reflect about their own expectations. Tick off items from the list as the team’s discussion evolves. It can be powerful to have someone from the team facilitate the reflection.

5. Evaluation – in order to practice adaptive management it is important to gather information about how the participants found the workshop. Even a few basic questions not only helps you determine how to improve the next workshop, but leaves the participants with the sense that you are listening and will use their feedback.

6. Graduation – depending on whether there is a training component to the workshop, a small graduation ceremony may be appropriate. Things to consider about graduation:  

· Some participants will appreciate a formal certificate of completion.

· Individual recognition is important (vs. recognizing the group as a whole).

· Photographs are also appreciated.

7. Offer Glimpses of the Future – the participants need to know how the results of the workshop will be used going forward:

· Next steps – if the workshop is part of a larger work-stream, make the next steps clear – with clear deadlines and assignments

· Opportunities for more training & experience – if the workshop involves training, make sure that participants are aware of opportunities for:

· Additional training

· Gaining experience with their new skills

· Linking up with other practitioners

· Finding a mentor

· Future outlook by participants – give a chance for the participants to share their views on how the Open Standards can be applied in their personal work and share it with the rest of the group – this will make them think about using the methodology on a very practical level and will allow them hear various ideas
Additional Resources on Facilitation:
· Institute for Cultural Affairs. www.ica-usa.org 

· Interaction Associates.  www.interactionassociates.com or www.interactioninstitute.org
· Kaner, Sam.  1996.  Facilitator’s Guide to Participatory Decision-Making.  New Society Publishers.  Published in cooperation with Community At Work.  (www.newsociety.com or skaner@aol.com)

Good Books:  

· Justice, Thomas and David W. Jamieson.  1999.  The Facilitator’s Fieldbook.  American Management Association (AMACOM)

· Thomas Kaiser. 2011. Mining Group Gold - How to Cash in on the Collaborative Brain Power of a Team for Innovation and Results.

· Ramon Vullings and Igor Byttebier. 2005. Creativity Today – facilitating breakthroughs
Special thanks to Audrey Newman and Jora Young (both former TNC) for their wise contributions to this document!

( According to Donna Ching, N/3 usually works well for two reasons:  1) in any brainstormed list about a third of the items are important and 2) everyone in the group will have at least one item they voted for in the top priority list.  
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