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Introduction:  
 

Purpose of Manual 
 

This manual is designed to help prepare facilitators for their role in NSTTAC’s 
transition institute model,  focused on improving transition education, services, 
and outcomes of students with disabilities. In this model, more fully described 
in the NSTTAC Transition Institute Toolkit, the facilitator plays a key role in 
leading strategic planning sessions for state and/or local teams. 

 
In the following pages, we describe general characteristics of team work ses-
sions, strategies for preparing for and leading work sessions, and ap-
proaches for solving problems and achieving consensus. Specifically, this 
manual is intended to assist facilitators with the following: 
 
• Understand NSTTAC’s transition institute model and strategic planning 

process 
• Understand their role as a facilitator within the model  
• Design and prepare for work sessions 
• Strengthen facilitation skills, including:   

° Opening work sessions 
° Leading group discussions 
° Setting up and working with small groups 
° Using flipcharts 
° Helping groups reach consensus 
° Resolving conflict 

• Evaluate work sessions 
 

The Facilitator’s Role 
 

The active facilitation approach sees the role of the facilitator as a temporary 
group or team leader. This leadership role has a very significant impact on 
group effectiveness, despite the fact that the facilitator does not get involved 
in the content of the group's work. The facilitator employing the active facilita-
tion approach enables the group to focus its work on the task at hand know-
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ing an unbiased professional is providing the structure, processes, and the 
push—this is probably the most distinguishing characteristic of the ap-

proach—to help the group get where it is try-
ing to go. 

 
The facilitator in the active facilitation ap-
proach has a strong attachment to the group 
and its task. Unlike conventional facilitation 
approaches, in this approach, the facilitator 
shares responsibility with the group for getting 
their task accomplished. The roles and respon-
sibilities of the facilitator can be summarized in 
three primary  areas. 

 
Neutral Servant of the Group. As in all group facilitation, the facilitator 
in the active facilitation approach has an unbiased service role. He or she is 
bound to be neutral, that is, to treat all participants and all ideas in the group 
with the same respect. The facilitator has no interest in what decision is made, 
but has a strong interest in a decision being made; no preference for one out-
come over another, but a strong preference that an outcome be reached; no 
preference that one group member or another being heard, but a clear inter-
est in all participants having a chance to be heard. 
 
Process Advocate. The facilitator proposes processes for helping the group 
get its work done, invites ideas for process alternatives from group members, 
and ensures that the agreed-upon process is used so long as it is working. The 
responsibility of the facilitator is not to advocate one particular process, but to 
advocate whatever process the group has agreed to use. In this way, the fa-
cilitator helps the group stay on a productive course. 
 
Progress Advocate. The facilitator is responsible for helping the group 
establish and maintain forward movement. It is this push factor that frequently 
earns the facilitator using the active facilitation approach the undying appre-
ciation of groups. As progress advocate, the facilitator is continually assesiing 
the group's progress toward its objectives and managing both group and task 
processes. 
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What the Facilitator Does In the Active Facilitation Approach 
 
Compared to conventional facilitation methods, the facilitator in the active 
facilitation approach has a more extensive role in planning for, facilitating, 
and following up on a work session.  

 
Before The Meeting 

 
Learn about the purpose and objectives for the meeting. The facili-
tator meets with the meeting initiator(s) to find out what the meeting is ex-
pected to accomplish. The format of these meetings can vary and can be con-
ducted effectively via webinar, teleconference, and/or in person. 
 
Develop an understanding of the issues impacting the meeting. 
Through such means as review of related materials or pre-meetings with a 
planning team the facilitator becomes knowledgeable about issues affecting 
the group and the meeting. In meetings of significant duration and complex-
ity, the facilitator often presents what he or she has learned to the group at 
the beginning of the meeting to check for accuracy and to be sure the right 
issues are before the group. Especially important is the role of the facilitator in 
putting issues before the group that members may be reluctant to bring up 
themselves in the group setting. 

 
During The Meeting 

 
Facilitate the group. This broad category of activities includes the 
following: 

 
• Manage the agenda and progress of the group: 
• Adjust time, tasks, and processes 
• Give the group feedback on progress 
• Encourage the group 
• Keep the meeting objectives before the group 
• Ensure that all participants and ideas have a chance to be heard. 
• Help the group reach consensus and make decisions in other ways. 
• Help the group resolve differences. 
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• Track ancillary issues (issues raised at a time when the group can't produc-
tively deal with them). 

• Track follow up or action items. 
 

Help the group plan for follow up. Ensure that next steps, who's re-
sponsible for doing what, and due dates for follow up are clearly established 
before the meeting ends. 
 
Help the group evaluate the meeting. Ensure that participants com-
plete the institute’s (or other group meeting’s) evaluation. Also gather informa-
tion about “what worked” and “what didn’t”, covering both task and process 
aspects of the institute. 
 

After The Meeting 
 
Report Out. Facilitators will be involved in a brief report-out session at the 
end of each day of the institute. This session will involve all facilitators and 
include sharing feedback from their team regarding “What worked” and 
“What didn’t”, which institute planners will use to improve the next day’s ses-
sions. 
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Section 1:  Work Session Format  
 

The amount of time and effort that goes into the institute’s design varies ac-
cording to the duration, complexity, and size of the institute. The time invested 
in careful institute design has a high payoff:  an agenda which enables par-
ticipants to achieve their objectives, appreciate the outcomes of the institute, 
and often, actually enjoy the experience. Prior to the institute, the work ses-
sions have already been designed and organized as part of the team meet-
ing agenda. The facilitator does not design the work session, but instead, be-
comes important in its function.  
 
Before facilitating a work session, it is important to understand what makes 
team meetings work. The most important considerations are the needs and 
interests of the team participants, the facilitator's key customers once the insti-
tute is underway. For team meetings to be most effective, participants need to 
have: 
 
• A clear understanding of the objectives and intended outcomes 
• A clear understanding of the processes to be used and confidence in the 

facilitator who will manage the processes 
• A clear understanding of the role of everyone in the room (including them-

selves) 
• Confidence in the utility of the meeting; belief the goal is reachable 
• The opportunity to participate substantively 
• The opportunity to have input to process changes 
• Confidence that follow-up will occur and be managed 
 
Virtually everything a facilitator does in preparing for a meeting is intended to 
address one or more of these customer standards. 
 
A number of steps are involved in facilitating a team meeting. 
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 Step 1: Learn client objectives.  
 

From meetings with the initiator, the planning team, some or all of the partici-
pants, or from other sources such as a survey of participants or review of writ-
ten materials. This could include documents created by the team prior to the 
meeting, such as the previous year’s team planning tools.  

 
Step 2: Gather basic information about the team and its  

participants.  
 

Find out how many people are expected to participate on the team(s) you will 
facilitate, who they are, how much time is available for the meetings, and 
when and where they will be held. 

 
Step 3: Learn about issues impacting the meeting. 
 

Again, in meetings with the initiator, the planning team, some or all of the 
participants, or from other sources, focus on such issues as: 
 
• The history of the issue and/or the group. 
• Relationships within the group or between the group and others. 
• Feelings within the group about the task or the group. 

 

Step 4: Consider the complexity of the meeting(s).  
 

Determining the complexity of the institute and the meetings within it is essen-
tial for understanding the facilitation requirements and involves analysis of the 
following considerations: 

 
• Length of the institute—the longer an institute lasts, the more complex the 

facilitation challenge can be.  
• Nature of relationships among the participants—if, for example, partici-

pants have a history with one another that is characterized by personality 
differences or difficulty reaching agreement, the facilitation requirements 
for a meeting of the group are greater. If participants know each other and 
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do not have a history of difficulties, the facilitation task is not so complex. 
The same is true if participants have no past experience with one another; 
the facilitation challenge is not as complex as for a group with problems in 
its past. 

 

Step 5: Review institute materials.  
 

It is important that you become familiar with the materials that will be pre-
sented or discussed at the institute, such as the team planning tool and insti-
tute agenda. These materials could also include any number of documents 
contained within the NSTTAC Evaluation Toolkit or team specific materials. 

 
Step 6: Develop a draft agenda for each session.  
 

The NSTTAC institute model typically includes a very specific agenda for 
each team meeting, which includes opportunities to discuss content, meet with 
content resources, generate and analyze information, and provide feedback. 
Remember, as you prepare to implement the agenda, there may be unique 
considerations regarding any particular meeting. Be sure to incorporate as 
many of the following considerations as apply: 
 
• Maximize interaction, this is paramount. 
• Put issues and tasks in logical order, 

the first consideration in ordering top-
ics.  

• Consider the nature and difficulty of the 
tasks or processes: 
° Schedule less interactive segments 

early in the day, when people can 
listen with greater efficiency 

° Set and enforce short time frames 
for certain meeting elements, for example, presentations of information 

• Remember that interactive processes take longer, so allow enough time: 
° It takes time to discuss and time to agree 
° Small group processes must always include time for reports from small 

groups about what was discussed 
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Section 2:  Opening a Work Session  
 

Team meetings often open with welcoming and other introductory comments 
by the facilitator, who  also generally assumes the role of meeting leader and 
in various ways proceeds to guide the group through its agenda and its vari-
ous tasks to its desired outcomes.  
 
The facilitator's goal in opening a group session is to begin the process of 
creating an environment in which participants: 
 
• Know what to expect and what is expected of them 
• Believe the work session is a good investment of their time and energy 
• Develop trust in the facilitator and the other participants 
• Have confidence that a product will result from their work 
 
The facilitator begins addressing these prerequisites to active participation at 
the very beginning of the work session using the following techniques.  

 
Welcoming Participants 
 

Your first words to participants give you a chance to set a positive tone and 
begin to demonstrate how you will conduct yourself. It's best to be yourself, a 
difficult goal when you may be a bit nervous about the task ahead of you. 
Speak informally, in a friendly tone, and in the same way you would speak to 
colleagues, for example: 
 

"Good morning, everyone. My name is Rebecca Carson, and I'm 
going to be your facilitator this week. We are  ready to begin the first 
planning session, so I'd like to start by saying 'welcome' to you all." 
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Introduce Yourself 
 

If you are certain that everyone in the room knows you, then, of course, intro-
ducing yourself is not necessary. But, if there is anyone in the room who does  
not know you, or does not know you well, it's a good idea to introduce your-
self so no one is reluctant to call you by name.  
 
When you introduce yourself, do it before you begin participant introduc-
tions. Give your name again, write it on a flipchart, and post the flipchart on 
the wall. If you are unknown to anyone in the room, explain in two or three 
sentences your qualifications to be facilitating this meeting, especially your 
experience in this organization or similar ones and your experience doing 
this kind of facilitation.  

 
Have Participants Introduce Themselves 

 
If all participants know each other well, then participant introductions are not 
necessary. If you're not sure how well they know each other, ask one or two 
of the participants before the meeting begins. If participant introductions are 
needed, it is important to understand the following information, in order to 
allow the appropriate time for introductions; 
 
• How well participants know one another. 
• How well participants need to get to know each other, for example, is this 

the first meeting of a team that needs to develop close relationships?  Is this 
a group of people with adversarial views who need to develop enough 
personal rapport to be able to work collaboratively?  Or, is this a group 
who will meet just once, with a light task? 

• How much time participants will be spending together; longer meetings 
generally have more in-depth interactions and require participants to know 
each other better from the start. 

• How much time is available for introductions?  
 
Once the above considerations have been addressed, each person should 
briefly introduce themselves to the whole group. This method takes about 15 
minutes to instruct and carry out the interviewing step plus about three minutes 
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per participant for the introductions. If each interviewer is asked to create a 
flipchart about his or her partner, add another few minutes per participant to 
your calculations.  

 
Introduce a Work Session 

 
Since there is important information to be conveyed about the work session at 
the beginning, it is helpful to have the key points you want to make on a se-
ries of flipcharts. There is flexibility regarding the order in which you present 
this information and the particular information you cover, but, at a minimum, 
do the following: 
 
Review the meeting schedule. Become familiar with the institute’s 
agenda so that you know when and where your team meetings will occur. 
The “team tasks” and meeting schedule will be provided to you prior to the 
institute’s beginning. This information will help you prepare meeting materials 
in advance (e.g., flipcharts with meeting agenda, content resource schedule, 
etc.) so that valuable time is not wasted at the beginning of the team meeting. 
Be sure to indicate that lunch and stretch breaks will be taken each day, how 
long each will be, and about when they will occur.  
 
Explain the purpose of the meeting. That is, explain the outcomes ex-
pected for the institute and the specific tasks for each team meeting, for exam-
ple:  

"Develop the ground work for a strategic plan to guide the team's 
work over the coming year," or 
 
"Share information about current activities among the various group 
members' organizations"  

 
Present the objectives for the meeting. Describe specifically what par-
ticipants are expected to accomplish, in three or four statements, for example:  
 

“To assess where things currently stand in each key program area.” 
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“To develop broad strategies for moving the program forward over 
the coming year.” 
 
“To create a plan for continuing the planning process after the meet-
ing is over and everyone is back at work.” 
 

Explain the meeting and facilitation approach. Describe what par-
ticipants can expect to happen in the meeting, for example,  
 

"This meeting will have plenary sessions each day in which informa-
tion and ideas will be presented to the whole group. There will also 
be daily concurrent breakout sessions in which more specific informa-
tion will be presented and discussed. Also each day, there will be 
planning sessions during which each team meets with its facilitator to 
work through the planning process using information gained in the 
content sessions.” 
 
"I will be helping you with your work in the team meeting sessions. I 
will open the team meetings, help you stay on track with the planning 
guidance we've been given, record your ideas and decisions on flip-
charts, and generally try to ensure that everyone has a chance to be 
heard and that agreement is reached on key points before you move 
forward. I'll also keep track of the time and be sure our planning ses-
sions end when you have agreed they should end. If anyone has any 
ideas for other ways I could help or ideas for how the process should 
work along the way, please do not hesitate to offer me suggestions." 

 
Review the agenda. Use your team meeting materials to describe each 
meeting’s agenda. Since agendas have to be somewhat flexible, make the 
following points: 
 

"I may not stop an interesting discussion to take a stretch break pre-
cisely on schedule, but if I wait too long, just let me know. Also, the 
agenda times may change if a topic requires more or less time than 
originally estimated. I will, however, be sure we break for lunch on 
time and open and close the meeting on time."   

11 



 Facilitator Preparation Manual 

Review administrative information. Explain how meals will be han-
dled, where bathrooms are located, any after-hours events that have been 
planned, any paperwork requirements of participants, etc. 
 

 
Establish Ground Rules 

 
Ground rules in meetings serve as an informal con-
tract that lays out how things will work and how 
people will act in the meeting. They are presented 
after expectations have been gathered. Two kinds 
of ground rules typically appear on facilitators' 
lists and include the following examples. 
 
Process ground rules: 
 
• Make decisions by consensus. 
• Post decisions on a flipchart. 
• Track follow-up or action items as we go. 
 
Behavioral ground rules: 
 
• Attend all sessions and be on time. 
• Treat all ideas with respect. 
• Raise differences openly and constructively. 
 
The two kinds of ground rules do not need to be separated when presented to 
participants; both behavioral and process ground rules are often intermingled 
on the same list. If the group is experienced with the group process, you 
might ask the participants to generate a list of ground rules themselves, after 
you have given them the introductory information (purpose, objectives, meet-
ing approach, agenda). 
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Section 3:  Leading Group Discussions  
 

Discussions can be a creative and productive way to develop a shared under-
standing of a subject within a group and to explore a subject in some depth. 
Discussions are a critical precursor to a group developing a consensus deci-
sion where that is a goal. The reasons for having group discussions in a meet-
ing are several: 
 
• Help participants get interested and involved in a subject. 
• Enable participants to fill in information gaps and to clear up misunder-

standings. 
• Enable participants to review and analyze subject matter that has been 

presented to the group verbally or in writing.  
• Identify areas of agreement and disagreement in the group so that differ-

ences can be understood and resolved. 
 

Prepare for a Group Discussion 
 

Think through your objectives for the group discussion in advance of the ses-
sion, and decide the key outcomes you would like to see the discussion pro-
duce. These are generally outlined in the facilitators’ team meeting task docu-
ment provided during facilitator preparation. With your objectives in mind, 
develop and write down two or three open-ended questions to help start and 
guide the discussion. Plan to begin with a very general, open-ended question 
(one that cannot be answered by, "yes", or, "no"), and follow with more tar-
geted open-ended questions. An example for a planning session follows: 
 

First ask: "What do you think of this approach?"  
Then ask: "What do you consider the most valuable aspects of it?”  

“What are the most challenging?" 
Then ask: "If the team were to recommend this approach, how do 

you think local program people can be convinced of its 
utility?" 
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Starting a Group Discussion 
 

Introduce the discussion topic and objective(s), and pose the first, general, 
open-ended question. Wait for the first response and be patient. Try counting 
to 15 silently. It often takes time for the first person to organize a thought and 
decide to express it. If no one comments, try the question in a new way. 
 

"Any thoughts on the idea to provide state teams with training on tran-
sition assessment?  Anything you want clarified?", or 
 
"Anything you particularly like about this proposal?  Don't like about 
it?" 

 
Once the first person speaks up, others will generally follow without delay. 
When comments begin, treat each one with respect. To speak up in a group 
session involves at least a little bit of risk for participants. If they feel you may 
dismiss or criticize their comments, they may prefer not to speak up at all. 
 

Encourage Continued Discussion 
 
The first rule for facilitators is to listen carefully to each comment. Restate or 
paraphrase comments from time to time to show participants that you are lis-
tening and subtly reaffirm the value of participants' points. It is very important 
that the facilitator not evaluate comments either positively or negatively; rather 
you should acknowledge them supportively, but neutrally. Definitely DO NOT 
criticize participants or cast their comments in a negative light. 
 

Do say: "I see what you are saying--it will take a lot of resources." 
or    "So, you found that the last training from that contractor  
  was very valuable." 
 
Don't say: "That doesn't sound like a very fair evaluation of the Com- 
  missioner's comments." or "You're probably the only per- 
  son who would look at this subject that way." 
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The facilitator also has a role in reinforcing the group's efforts in the discus-
sion, saying, for example: 
 

"This discussion has brought up some interesting points; I can see that 
there are a lot of opinions about state teams' roles in conducting pro-
fessional development training in this group. Does anyone else have a 
comment?" 
 
"This topic has proven more complex than it appeared to be; your 
discussion raises a number of issues about system building. Are there 
any more ideas?" 

 
It is helpful to the participants for the facilitator to restate the initial topic of the 
discussion from time to time to help them stay on track, especially if a sub-
point or related but different topic has absorbed the group's attention for sev-
eral minutes.  

 
Record the Discussion  

 
Write participants' comments on flipcharts or other agreed upon media. This 
will encourage further comments, allow you to be sure all comments are con-
sidered, and allow participants to review or summarize the discussion as 
needed. Be sure to: 
 
• Write their actual words (not every word, just key words); do NOT change 

their comments to make a particular point. It's better to introduce your own 
thoughts directly if needed, rather than change participants' thoughts.  

• Write down all comments, even those that are not exactly on the subject. If 
comments seem unrelated to the subject, you may want to start another 
page titled "Ideas to Discuss Later" or “Parking Lot”. Just be sure to return 
to the list at a later point. 

• Write down any action items for follow-up that may come out of a discus-
sion. Start a separate flipchart that can be added to throughout the meet-
ing and reviewed at the end to be sure no follow-up assignments fall be-
tween the cracks. 
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Engage All Participants in the Discussion 
 

Your goal is to ensure that everyone 
has a chance to participate. This 
enables the group to have the bene-
fit of everyone's thinking and to 
help the group form a common 
view of a topic. It is not important 
that everyone speak up a certain 
number of times or that all partici-
pants contribute at the same rate. 
Some people naturally talk more, 
others less. It is desirable for most participants to join in a discussion for it to 
be of greatest interest and value to the group, but it is most important that eve-
ryone knows that he or she can contribute at any point they choose to.  

 
How to Engage Quiet Participants 

 
Welcome comments from quiet participants, but don't call on people by name 
or be too insistent. Respond to quiet participants' unspoken, but apparent con-
cerns (a quizzical look, a furrowed brow), but don't try to interpret them. In-
vite questions or comments in a general way: 
 

Do ask:  “It looks like there might be a few questions or comments...."  
 
Don't say: "You look confused, Ed." 
 

Get the Views of the Whole Group 
 

If you wish to elicit the views of all participants on a topic, you can poll the 
group, and ask each person to respond briefly. When you poll the group, 
give people the option to pass and not speak; it's best not to force partici-
pants to speak, but rather say something like:   
 

"Will each person please give us your thoughts about the issue of re-
quiring transition related assessments for all ninth graders? Those who 
don't have a comment at this time may just say, `I pass'". 
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Handling Problem Behavior Constructively 
 

Your goal is to ensure that the behavior of some people does not reduce the 
value of the discussion to the whole group. Often "problem" behavior can be 
avoided if you establish clear ground rules and ensure that everyone has a 
chance to participate. If that is not enough, try these techniques: 

 
How to Respond To Challenges   

 
Don't over-react, just acknowledge the points the participant makes. If possi-
ble, find merit in what he or she has said, agree with what you can, and then 
move on. 

 
How to Respond To Unanswerable Questions or Irresolvable 
Concerns   

 
If a participant asks you a question you cannot answer, check to be sure you 
understood the point, and if you don't know the answer say so openly and 
see if any others in the room know the answer or offer to get it: 

 
"I don't know the answer to that question, Grace. I'll check on it this 
evening and give you the answer tomorrow." or "I don't have the    
figures you are asking about; does anyone in the group have them?" 

 
How to Handle Side Conversations   

 
Do not cause embarrassment to the participants. The best tack is to talk with 
persistently disruptive people during a break. If you feel you need to do some-
thing during the meeting, do it gently, for example, you might try: 

 
Option 1. If only two people are engaged in a side conversation, you can 
glance at them, or if that doesn't help, walk toward them (without changing 
your own behavior--continue making your points or facilitating the discussion); 
once you get their attention they will usually stop talking on their own.  
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Option 2. If two or more side conversations start up, you can refer the group 
as a whole to the ground rules (assuming you have a germane one), or if no 
ground rule looks appropriate, you can say something like: 

"We need to have just one conversation at a time!"  
 

If the group does not have a ground rule you can use to reduce side conver-
sations, for example one addressing side conversations or one on the impor-
tance of listening, you might suggest that the group add one. If your relation-
ship with the group is a close one, this situation can sometimes be handled 
with humor. 
 

How to Handle Non-Relevant Comments   
 

Sometimes a participant makes a comment that does not appear to be on 
topic, or that introduces a side track you'd rather not have the group pursue. 
If that happens, wait for the point to be made, acknowledge it, write it on the 
flipchart if you are recording other ideas, integrate it if possible, and restate 
the intended subject of the discussion before you ask for the next comment 
from the group. 

 
How to Handle a Person Who Makes Too Many Comments   

 
If one participant seems to speak up too often for others to have a chance to 
talk, look around for others who want to talk and call on them for a while. If 
needed, give the too-talkative participant a special job that will give them an-
other way to contribute to the session. For example, you can ask a participant 
to make a brief presentation on an area of his or her special experience with 
the subject, or ask him or her to assist you by recording others' comments on 
the flipchart. 

 
Extracting Key Points from a Group Discussion 

 
For participants to get the most from group discussions, they need a chance to 
sort out the key points from the various thoughts that may be brought out. A 
quick way to do that, and not over-control the discussion or interrupt its flow, 
is to summarize key points from time to time and at the end of the discussion 
use either of the following techniques.  
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Option 1: Get participants to identify key points. Ask the partici-
pants to summarize what points stand out to them from the discussion by pos-
ing such questions as: 

"What key points have emerged so far in this discussion?" 
"What are ideas you will take away from this discussion?" 
"What should we conclude from this discussion?" 

 
Option 2: Identify key points yourself. You may wish to suggest addi-
tional summary points to those made by participants, or at times, summarize 
the discussion yourself to ensure that certain points are highlighted. Be sure 
when you do that you restate the key points as the participants stated them. 
Refer back to the flipcharts for the right language if you have recorded discus-
sion points. It is important not to mischaracterize participants' comments. 
Check with the group to be sure you have captured their main ideas accu-
rately and completely. 

 
Using Brainstorming as a Form of Group Discussion 

 
Brainstorming is a tool used to gather information or generate ideas. In a 
brainstorming session, participants offer as many ideas about a particular 
issue as they can think of, as quickly as they can. What distinguishes brain-
storming from other group discussions is there is no give and take, ideas are 
put out and not actually discussed, just listed. Because ideas are not chal-
lenged, brainstorming promotes openness and creativity. Because ideas are 
not discussed, it allows a group to generate many thoughts in a very short 
time. Facilitators use brainstorming for a number of purposes, including: 
 
• To elicit participants' views on a subject about to be dealt with in greater 

depth, and thus build their interest in the discussion topic, for example: 
"What are the main problems associated with transition planning?" 

• To define a problem which is more appropriately defined by participants 
than by the facilitator, for example:  "What does the report suggest about 
how traditional career-tech programs are viewed by the public?" 

• To stimulate new or creative thinking, for example, "What are some ways 
to respond to this problem that have never been considered or tried      
before?"   

19 
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• To get participants to consider an issue from a new point of view, for ex-
ample, "How would this issue look to you if you were all working in gen-
eral education instead of working in special education?" 

• To get participants involved in a topic. 
• To enable participants to contribute a great deal to the meeting with a very 

small investment of time.  
 
The main roles for the facilitator in a brainstorming session are to get it 
started, to document ideas, and to enforce the ground rules. Otherwise, there 
is very little direct involvement of the facilitator during brainstorming.  

 
How to Get Brainstorming Started 

 
Explain the process to participants before you start. To ensure that the brain-
storming stays on track, start with a brief explanation of the process, a clear 
question to be responded to, and a few ground rules, for example: 

 
“Let's set some ground rules for brainstorming: 
Think of as many ideas as you can. 
No debate, discussion, or evaluation of ideas. 
All ideas have value, however unusual they might seem." 

 

How to Get Many Diverse Ideas 
 

Encourage participants to toss out ideas spontaneously; ask them not to edit 
their thoughts. Reassure them that all ideas are welcomed; none is too insig-
nificant or too unusual to bring up. Sometimes very substantial or practical 
ideas emerge from seemingly trivial or unrealistic ideas. 
 
Ask for and encourage participants to offer a lot of ideas. When people are 
free to give their imaginations a wide range, useful ideas eventually result. 
Quantity often breeds quality. Restate ideas as they come forward and con-
tinually encourage many ideas. 
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How to Get Ideas Fast 
 

Do not allow evaluation, debate, or discussion of any ideas brought up. If 
people judge, challenge, or even expand on ideas, two things can happen:  
(a) participants may become reluctant to speak spontaneously, or (b) the de-
velopment of ideas will end and a discussion will begin. All commentary 
should be ruled out so the process can move quickly and remain true brain-
storming.  

 
 
 
 
 
 
 
 
 
 
 
How to Record Ideas 

 
Write participants' thoughts on a flipchart or other agreed upon media. It is 
important not to interpret or change people's ideas; this might cause a mean-
ing to be lost or discourage further participation by inadvertently giving peo-
ple the impression their ideas are not valued. Review the recorded ideas 
quickly for the group if brainstorming slows down; this helps to generate new 
ideas.  

 
How to Manage the Time for a Brainstorming Session 

 
Set a specific time limit of no more than five minutes or set an approximate 
time limit, for example, a few minutes. Tell participants when the brainstorm-
ing starts and finishes. Stop the group when the time is reached or, if an ex-
act time has not been set, stop when ideas start to come more slowly. If par-
ticipants aren't finished when the time limit has been reached, extend the 
brainstorming for one minute at a time as long as ideas continue to come in 
quick succession.  
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Section 4:  Facilitating Smaller Groups Within a 
 Larger Group or Facilitating Multiple Groups  

 
Sometimes the work of a meeting can be best accomplished by the group 
working as a whole. Other times, it is useful to break the larger group into 
smaller groups so that: 
 
• Several issues can be worked on concurrently. 
• Complex issues can be discussed in greater depth. 
• People who are less comfortable bringing up points in a large group have 

a more comfortable forum in which to express their views.  
 
When using small group discussions in meetings, keep in mind that the ideal 
size of a small group is from four to eight participants. This size is big enough 
to generate diverse ideas and yet small enough to enable all participants to 
be actively engaged in the discussion.   

 
Creating Small Groups 

 
Whenever you create small groups which require participants to change loca-
tions in the meeting room or into break out rooms, be sure that each group 
understands where it is to convene. If small groups will work within the room, 
indicate the area in the room where each group should convene. If small 
groups will be leaving the room to work, write the groups and their locations 
on a flip chart so you know where each group will be in case you need to 
talk to them during the discussion period. 

 
Facilitating Multiple Groups 

 
Facilitators are often assigned to work with two or more small groups. This 
will create a scenario where it becomes critical to manage your valuable time 
and attention among groups, for example: 
 
• Share content resources among teams with similar needs. 
• Work with one team individually while the content resource is helping the 

other. 
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• Combine like tasks to include all teams: 
° Introductions 
° Ground rules 
° Content session report outs 

 
Be flexible regarding individual team needs. Teams can come to the table at 
various stages of the transition planning process. You may have one “new” 
team attending the institute for the first time, starting a new team planning 
tool, while another team may have come to the table with the experience of 
past institutes. 
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Section 5:  Using Flipcharts  
 

Flipcharts are an important tool in facilitation. First, visual presentation of dis-
cussion points increases participants' comprehension and retention of the in-
formation that is presented or developed in a meeting. Second, each time the 
facilitator writes a participants' idea on a flipchart, he or she shows respect 
for that idea. This has the effect of encouraging participants to put more ideas 
forward. Third, flipcharts transform the individual comments of participants 
into a group product; once a set of ideas is recorded on flipcharts; the ideas 
belong to the group. Participants are generally more willing to deal objec-
tively with ideas that have been listed visually they are with ideas at the mo-
ment individuals put them forth. Last, flipcharts create a record of the group's 
work which is valuable for preparing minutes of key outcomes of the meeting 
after it is over. 
 
Flipcharts are used in two ways in work sessions. The first use is to help give 
information to participants, and second to help collect information from them. 
Facilitators can use flipcharts to assist in presenting the purpose, objectives, 
etc. at the opening of the meeting and to gather the comments of the partici-
pants throughout the meeting. Facilitators can personalize their flipcharts and 
develop a system that will be most conducive to their individual style of facili-
tating and to their groups needs. 
 
General flipcharts used with the NSTTAC model include, but are not limited 
to: 
• Welcome 
• Introductions 
• Agenda 
• Objectives or Purpose 
• Ground Rules 
• Ιdeas 
• Parking Lot 
• Definition of Consensus 
• What Worked 
• What Didn’t Work 
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Preparing in Advance to Use Flipcharts 
 

Typically, you will be given the materials necessary for creating flipcharts dur-
ing facilitator preparation. These generally include an easel, flipchart pad, 
markers, and tape. It is then the facilitator’s responsibility to create their indi-
vidualized flipcharts. Depending on time and/or artistic constraints, flipcharts 
can look very different from one facilitator to the next. 

 
Using Flipcharts to Give Information 

 
Flipcharts can be a valuable presentation aid when facilitators present infor-
mation to participants. Unlike other visual aids, flipcharts are uniquely well-
suited to the group process and an informal interaction style. First, the facilita-
tor can easily face the participants and even walk around the room while pre-
senting information. Second, the facilitator can write on the prepared flip-
charts to highlight key points or make points more dynamically.  

 
Preparing To Use Flipcharts for Presenting 

 
The flipcharts you plan to present from should be prepared in advance of the 
work session. If you write the flipcharts as you present, your back will be to 
the meeting participants and your presentation will be slowed down signifi-
cantly since writing takes longer than talking. Flipcharts prepared in advance 
may be left in, or taped into a flip chart tablet for transporting to the meeting 
room. Alternatively, they may be removed from the tablet, rolled up, and ei-
ther wrapped with an extra sheet of paper or put into a mailing tube for pro-
tection. 

 
Arranging Information on the Flipchart Page 

 
Write big enough on the flipchart for everyone in the room to see (1-1/2 inch 
high letters usually work well); practice with the markers you plan to use so 
that you are comfortable with them and can write clearly and evenly on the 
page. Leave lots of white space on the pages. Put only four or five lines of 
print or only one or two images on a sheet. If the page is too crowded, it will 
be difficult for people to simultaneously follow what you say and read the in-
formation. 
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Reminding Yourself of Key Points 
 

If you have a number of specific points you want to make regarding an item 
on the flipchart, or if you have a particular example you want to remember to 
use, write lightly in pencil on the flipchart near the item to prompt yourself. If 
you do this just right, you will be able to read your reminders as you stand 
near the flipchart, but the participants will not even notice them! 

  
Using Flipchart Markers 

 
Use varied color markers to set off points and keep participants' attention. For 
words and illustrations use markers that are dark enough to be easily read 
from the farthest seat in the room:  black or dark shades of green, blue, 
brown, or purple work well. To highlight points and make the flipcharts more 
visually appealing use underlining, arrows, bullets, etc. on your flipcharts. For 
these purposes you can use lighter and brighter colors, for example, red, yel-
low, orange, or pink. 

 
Using Flipcharts to Gather Information 

 
When facilitators write participants' comments on flipcharts, several purposes 
are served. First, participants feel their points are appreciated. Second, ideas 
on flipcharts can be used later in the meeting to prioritize points, track the 
flow of a discussion, or summarize key points. Third, the flipcharts are a re-
cord of the discussion that can be kept for use in follow up to the work ses-
sion, for example, developing minutes.  

 
Capturing Participants' Comments on Flipcharts 

 
The most important guidelines using flipcharts to gather information from par-
ticipants are be legible, be fast, and be accurate. Write big and with dark-
colored markers. To help you write fast, don't worry about how your writing 
looks, and don't try to capture every word, just record key words. Importantly, 
be sure it's the participants' own words, you record, don’t edit! Unlike flip-
charts you use to present information, flipcharts you make as participants 
raise ideas need not have a lot of white space; you can fill each page with 
writing. 
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Posting Flipcharts 
 

If you expect to refer to participants' comments during or after a discussion, 
post flipchart pages on a wall where they are visible to all participants. If 
there are a lot of flipcharts generated, the walls can be "purged" periodically 
to avoid a chaotic visual environment for participants. Before the discussion 
starts, tear masking tape into strips to use in posting flipcharts so you can 
hang the flipcharts quickly. 
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Section 6:  How to Help a Group Reach Consensus  
 

Consensus decision-making is the heart of what makes groups more effective 
than individuals. Its special value is seen in the quality of decisions reached 
and the acceptance of and relative ease of implementation of decisions.  
 

Principles of Consensus Decision Making 
 
While the process of reaching consensus varies depending on the complexity 
of the issue, the composition and size of the group, a few general principles 
apply to the consensus-forming process. 
 
Consensus reaching takes time. Group members need time to discuss 
an issue thoroughly, work out their differences, and find areas of common 
agreement.  
 
Consensus requires a commitment to decide by consensus. Con-
sensus decision-making is difficult if all members of a group are working in 
good faith toward agreement; it is impossible if one or some members of the 
group are not committed to the consensus process. Some groups are skilled at 
consensus reaching, for example, most mature teams have learned how to 
reach consensus with little difficulty in most situations. However, when the 
group is inexperienced with consensus decision-making, or the composition or 
history of the group alerts you to likely difficulty in reaching consensus, you 
may want to consider conducting an exercise to illustrate beyond question the 
value of consensus before the actual decision-making process begins.  
 
Each element of the consensus reaching process must be facili-
tated with great care. From defining consensus, to agreeing on ground 
rules for consensus-reaching, to laying out the decision to be made and the 
decision-making process, each element of the consensus process must be 
given attention to improve the prospect of a successful decision. Where the 
group is small, collaborative and experienced with consensus-reaching, the 
consensus process may be reviewed quickly as a refresher. But where the 
group is large, adversarial, or inexperienced with consensus, the up-front 
preparation for the decision-making is critical.  
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Defining a Consensus Decision 
 

It is important to have a written definition of consensus so that all members of 
the group understand the task in the same way. A good, workable definition 
of consensus is: 
 

"A decision in which everyone participates and with which everyone 
can live and support." 

 
When reviewing the definition, it is helpful to reinforce the points that every-
one participates, and that everyone must be able to live with and support the 
decision for it to qualify as a consensus. 
 
In defining consensus decision-making, it helps to distinguish it from other 
forms of decision-making. Explain to the group that what consensus is not in-
cludes: 
 
Voting. In voting, participation in discussion may be cut short, affecting the 
quality of the decision, and all members may not support the outcome. 
 
Trading off. "You can have your idea included if you include one of mine". 
Trading off is efficient, but people don't generally support an idea that was 
included only as part of a bartering process. 
 
Steamrolling. Arguing long enough to wear others down and have your 
idea prevail works, but discussion is suppressed and people almost certainly 
don't support an outcome achieved this way. 
 
Withholding. It may help keep the peace, but when participants do not 
speak up, their ideas do not get a hearing, thus full participation of all    
doesn't occur. 
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You may also want to remind the group that consensus is not: 
 
Perfect agreement. A consensus decision represents the common ground 
in the group's thinking; it is what each member of the group could live with 
and support that is not the same as perfect agreement. 
 
Easy or fast. Consensus is difficult and takes time, but is worth the effort for 
important decisions because it ensures both quality and support of the deci-
sion. 

 
Facilitating Consensus-Reaching 

 
Consensus decision-making involves the following steps: 

 
Define consensus and explain the consensus reaching process. Be 
sure that everyone in the group is operating with the same understanding of con-
sensus. Write the definition of what consensus is and what it is not on a flipchart. 
Explain the process to be used, for example, lay out the steps described below, 
and refer participants to the ground rules relevant to consensus reaching. If no 
such ground rules were established at the beginning of the meeting, suggest some 
ground rules that will help consensus work, for example: 
 

"Express your experience, opinions and logic openly" 
"Be open to others' experience, opinions, and logic" 
"Use `I' statements vs. `You' statements to express differences" 
"Express differences in terms of `concerns' and `interests” 
"Actively seek agreement--look for common ground" 
"When we have agreement, we will stop! (No revisiting a consensus 
decision unless the whole group decides to)" 

 
Agree on the issue to be decided. With the help of the group, write the 
decision task on a flipchart and adjust the wording as needed until everyone un-
derstands and agrees on the decision to be made, for example: 
 

"Decision: How the group will approach the task of engaging agency 
providers in policy analysis and change. ‘Agency providers’ include 
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rehabilitation service providers, state education agencies (including 
career-tech, general, and special education), mental health providers, 
family organizations, and other transition-related service providers at 
the state level. For the purpose of this decision, we are not consider-
ing Federal agencies or national labor organizations.” 

 
Explore the issue. Facilitate an open discussion of the issue to be decided. 
Participants may comment on such aspects of the issue and the decision as:  
previous experience with the issue, problems constraining decision options, or 
information pertaining to the issue. This discussion may be lightly structured 
with open-ended questions from the facilitator, but should be free-ranging 
enough to get each participant's information, concerns, and insights before 
the group. Sometimes it is helpful to ask the group members not to respond to 
others observations, but simply to make whatever points they want to in sup-
port of their point of view. 
 
Develop guiding principles for the decision. As the group discusses 
the issue, points may be raised affecting the decision that seems to have gen-
eral support in the group. If you hear such points, you may begin a flipchart 
on guiding principles. Or, you may wait until the discussion is finished, that 
is, when the key points seem to have been explored and comments from the 
participants are waning, to suggest that the group identify guiding principles 
for the decision, for example: 
 

"Our design effort must involve no new travel or other significant 
costs." 
"All structural options should be considered, however radical a 
change they may represent from past ways of doing things." 
"All decisions of the design team will be communicated openly with 
all stakeholders." 

 
Solicit a proposal. Ask participants if anyone would like to make a pro-
posal that integrates key points raised in the discussion and conforms with the 
guiding principles. Write the proposal on a flipchart so everyone can con-
sider it exactly as it was proposed. You may yourself be able to make a pro-
posal (based entirely on what participants have said during the discussion 
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and the development of guiding principles), but it is usually best for the pro-
posal to come from one or more of the participants. You may wish to take a 
preliminary poll of the group at this point to see how close they may be to 
consensus. 
 
Refine the proposal. Ask participants to raise any concerns or ideas they 
may have about any aspect of the proposal. Explain to participants that the 
goal of this step is to make adaptations to the proposal so that all participants 
can support it. 
 
Ask for a show of consensus. It is important in consensus reaching that 
each participant makes an affirmative statement or gesture showing his or her 
agreement with the decision. It is not adequate to informally check for agree-
ment, for example by saying something like, "Does everyone agree...we'll 
take no response as implied approval of the proposal."  Each person must 
make a personal commitment to the consensus decision. Some groups use a 
poll of the group — each participant stating his or her concurrence. Others 
use a show of thumbs up or thumbs down. It is useful to provide participants 
with three options:  (1) agree, "I support the decision as written,", (2) dis-
agree, "I do not support the decision as written", or (3) agree with reserva-
tions, "I can live with the decision as written". Thumbs sideways indicates the 
latter when the thumbs-method is being used to ascertain consensus. 
 
If the step of refining the proposal has been handled thoroughly by the facili-
tator and by the group members, consensus is often achievable on the first 

request for a show of sentiment. 
However, if one or more partici-
pants has continuing reserva-
tions and do not support the pro-
posal as written, request further 
refinements to the proposal, then 
ask for a show of consensus 
again. 
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Section 7:  Managing Conflict in Groups  
 

Conflict is inevitable when people work in groups to develop, explore, ex-
pand, and make decisions about subjects that matter to them. It is not only a 
natural human behavior, but in its positive form (differing, as opposed to ar-
guing) it is also an important part of the creative process. Without the free-
dom to differ, groups may find themselves limited to only the most conven-
tional, accepted kinds of thinking and problem solving. Furthermore, conflict 
is essential to critical thinking. Groups in which members do not effectively 
express their differences can fall into group think, a mode of group behavior 
in which ideas, even ideas which are not well thought through, may prevail 
despite the individual group members' ability to know the ideas are not use-
ful, or worse, actually harmful to the group's goals.  

 
Strategies for Managing Conflict 

 
Regardless of the source of the conflict, strategies can be employed with 
groups which will resolve conflicts constructively in almost all instances. They 
include the following approaches: 

 
Acknowledge conflicts as they emerge. If differences of a cognitive 
nature arise within a discussion or while working on a task, recognize them 
openly at the time they occur, before frustration has a chance to grow and 
create an emotional situation. 
 
Use ground rules. Written, posted ground rules can help group members 
manage their own dinosaur behavior. The first point of return when the group 
experiences difficulties, whether of an individual or group nature, is the 
ground rules. It's a good idea for one of the ground rules to make it o.k. to 
differ and for another to call for all ideas to be treated with respect. A review 
of the ground rules may help group members get back into control when emo-
tional behavior arises. If you know in advance that a subject for group discus-
sion or an assignment within the group is likely to prompt emotional reac-
tions, it is useful to discuss that fact ahead of time, and how to avoid emo-
tional conflict before it happens. 
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Have group members explain and listen to conflicting views. 
When different points of view cannot be readily reconciled, it is helpful for (a) 
a proponent of each point of view simply and objectively state the point, 
while (b) others are asked to listen and vice versa. Remind the speakers to use 
neutral language in their statements. Often a clear restatement will help the 
group see that the views are not mutually exclusive and can be accommo-
dated into the group's discussion or decision. 
 
Look for common ground or compromise. If differences are not re-
solved once restated, the individuals or the group then look for commonal-
ities, opportunities for merging different ideas, or ideas for a compromise. 
 
Identify alternatives. If differences cannot be accommodated or a com-
promise cannot be reached by the participants, try to come up with an alter-
native idea — one that all can agree on which is neither of the contested 
ideas. 
 
Review options. If an alternative cannot be identified, then review the op-
tions available to the group. Should neither idea be pursued or considered?  
Should both?  Any other alternatives? 
 
Postpone the issue. Sometimes it is useful to allow a cooling off period 
and postpone dealing with a difficult issue until later in the meeting or until 
another time. Often a combination of the chance to have positive experiences 
in the group on other subjects and the passage of time make it easier to deal 
with a problem area later on. 
 
Help individuals resolve conflict. If conflict between individuals is affect-
ing the group's ability to do its work, you can try to help the people who are 
in conflict by gently asking them to work out their differences: 
 
• Express concerns in terms of the group's need to do its work. 
• Ask the individuals for ideas to resolve the problem; have them meet in a 

sidebar (a meeting outside of the meeting) to work it out, alone or with one 
other person. 
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• Offer alternatives that do not force a loss of face. 
• Ask the individuals to meet with you or with a volunteer from the group in a 

mediator capacity outside of the meeting to resolve the conflict. 
 
If your strategies have not solved the problem, consult with the institute staff or 
other facilitators for ideas to address the problem. In these conversations, be 
sure to use an objective approach and language so as not to fuel the fire. 
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Section 8:  Facilitating Teambuilding  
 

Understanding Team Formation 
 

As a facilitator, you need a sound understanding of group dynamics in order 
to be of real help when working with teams. Teams have an especially chal-
lenging task in the early stages of their development. Five stages of develop-
ment have been identified. 

 
Stage 1: Forming 
 

The forming process occurs when members of the team meet one another and 
begin exploring their roles in the team, their relationship with one another as 
team members, and ideas about how the team will operate. Even if the team 
members already know each other, if they are just beginning to work in this 
team, the forming stage still occurs. This stage is generally characterized by 
uncertainty:  members' tentative sharing of information and ideas, polite ex-
ploration of options, and careful scrutiny of other members of the team. 
 

Stage 2:  Storming 
 

Storming begins when members of the team begin to understand their differ-
ences and encounter divergent ideas about their task, their roles, and the 
processes by which they will do their work. This stage is generally character-
ized by disharmony:  competition of individuals, ideas, and approaches; con-
flict among members about differences; frustration about the lack of cohesion; 
sectionalizing of the team into differing camps, and threat of the group break-
ing down. 
 

Stage 3:  Norming 
 

Norming occurs when members of the team begin to recognize a common 
interest in the team and its task, develop common goals for the team, clarify 
roles of individuals within the team, and develop strategies for working to-
gether smoothly. This stage is generally characterized by optimism: relation-
ships in the team deepen, tensions ease, members' concerns are resolved, 

36 



Facilitator Preparation Manual 

and the team's task and process are clarified and the formation of a team is 
underway. 
 

Stage 4:  Performing 
 

Performing emerges when members of the team work productively to achieve 
their goals and carry out their work. This stage is generally characterized by 
productivity:  a sense of progress and achievement on the part of the team 
develops, bonds are formed between members, and enthusiasm and creativ-
ity for the team's work are high. 
 

Stage 5:  Adjourning 
 

Adjourning then occurs when members of temporarily-established teams, hav-
ing completed their task, prepare to disband. This stage is generally charac-
terized by reluctance to part:  team members review their experiences to-
gether, evaluate their accomplishments, and often arrange to keep in touch. 
For standing teams, especially if they are small, this phase occurs when a 
member leaves the team. 
 

Helping a Team through the Forming Stage 
 

Several strategies are available to the facilitator to help a team during the 
Forming stage, including the following. 
 
Ensuring team members really get to know one another. Provide 
a process for in-depth introductions if team members don't know one another. 
If they do know each other, but have not worked in this team before, offer a 
process by which they can begin sharing their values about the work at hand, 
for example: 
 

"As you introduce yourselves, please explain the reason or reasons 
why you signed up for this team." 
 
"As you introduce yourselves, please describe what you would like to 
see come out of this team experience." 
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"After you have introduced yourselves, please develop a joint state-
ment — a few sentences — about what you will be able to accom-
plish as a team that might not have been accomplished or accom-
plished as well if you were doing this work as individuals.” 

 
Creating feelings of inclusion. Use non-judgmental, supportive language 
and behavior, for example: 
 
• Acknowledge and reinforce different thinking and working styles in positive 

way vs. expecting all team members to adopt a particular, narrow set of 
beliefs, or practices. 

• Respond to challenges in a receptive, non-defensive manner, establishing 
an open dialogue with all members of the team vs. demeaning or closing 
off discussion of concerns expressed by some members.  

• Support each person in the team, especially when outlying views are ex-
pressed or special needs or problems emerge vs. allowing any individuals 
to become isolated in the team. 

 
Helping a Team through the Storming Stage 

 
Strategies to help a team during the Storming stage include the following. 
 
Dealing with differences openly. Bring differences out into the open; 
use the ground rules to encourage different points of view being expressed, 
listened to, and respected.  
 
Handling issues affecting the team, in the team. Help the team ex-
plore differences in team members' background, so differences in point of 
view can be understood in context. Involve all team members in resolving is-
sues, for example, when issues about the team's work are raised by one or a 
few people, encourage the whole team to help define, analyze, and resolve 
the issues. Encourage the team to work out its issues together, and not to 
bring up complaints or disagreements outside of the team. 
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Helping a Team through the Norming Stage 
 

You can expedite the team's progress toward and through the Norming stage 
with these approaches: 
 
Get the team to agree explicitly on what it is trying to achieve. 
Have team members develop a consensus statement of the team's vision, mis-
sion, or common purpose early on in their work together. At the start of each 
meeting or each new task, have team members discuss what the objectives 
are for that specific situation. 

 
Help the team develop common values. For example, lead a discus-
sion on the importance of the project at hand, possible positive outgrowths of 
your efforts, or what would make this project or effort the biggest possible 
success. The team may also benefit from a discussion of what is a team, so 
that they can establish common values about themselves as a team. 
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Section 9:  Evaluating Work Sessions  
 

Because the best source of information about a meeting's effectiveness is the 
participants themselves, facilitators can get a good reading about how the 
meeting is going from daily participant feedback. This feedback will also be 
reported at the conclusion of each group meeting at a report out session for 
all facilitators. Such feedback should be: 
 
• Actively requested. 
• Systematically collected—(a) time set aside in the meeting for participants 

to respond, (b) in writing, to (c) a clear set of questions. 
• Easy for participants to provide and for facilitators to analyze. 
• Responded to and used by the facilitator.  
 
Questions to capture information on what worked well each day and what 
needs to change can be as simple as: 
 

"What did you particularly appreciate about today?" 
 
"What would you like to see done or done differently tomorrow?" 

 
The NSTTAC institute model includes a facilitator debrief at the completion of 
the day, during which the feedback is presented and discussed. Issues or 
problems that can be addressed on site are solved, such as adding water sta-
tions or adjusting temperature controls. Long-term issues are addressed in fu-
ture planning when feasible, such as increasing additional team time on the 
agenda. 
 
At the next day’s first large group meeting, the feedback is presented and 
actions taken described. This process illustrates that participants’ feedback is 
taken seriously. At the final team meeting, the facilitator also encourages 
team members to complete the institute evaluation. 
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