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Facilitation

• Facilis (Latin) = Easy (English)
• Facilitation is about making work by 

a group easy

• Because sometimes it is difficult!



Today’s course… 
… is about:

• Facilitation: face-to-face and on-
line (this afternoon)

• Designing and running meetings 
for different  circumstances

• How you deal with problems 

• How you work towards success



First some key points for any 
facilitation 



•Listen!

•You are there for ‘them’: their successful 

working is your main objective

•Know who ‘they’ are – get as much 

information as possible in advance

•No-one really wants to waste their time

•Be clear on the purpose (the desired 

aims) of any facilitation work in advance



So why facilitate (and what 
can go wrong)?



Let’s consider:

• The good things that can come from a 
good meeting / process

• The problems that may arise

• The confusions and questions that you 
may have



So why facilitate 
(and what can go wrong)? 

Working in groups: - Please agree a note taker. 

Given that this is a short exercise please 
simply record ideas on paper and be 
ready to report back verbally.



REVIEW 1 
We just used a technique 

‘One-minute wonders’

A focused form of ‘brain-storming’
So:
• What are the good points / problems?
• Where’s it useful?
• Different on-line!



But hang on a minute! 
Before we start…



‘Ways of working’ & ‘Ground rules’

•What should they be?
•What are the advantages?
•When might you not use them?

My advice: short and simple!



Respect each other (listen 
without interruption)

Help keep to time

Phones on silent 

Three Core Rules: 



But hang on a minute!
(Again!) Before we start….



Getting to know each other: 
‘breaking the ice’

There are many techniques...

One key question?

Where does the ‘ice’ come from?



The purpose is to get people 
ready, happy and confident to 

talk and engage

It also helps to know who’s here
On-line can make this harder!

Ice-Melting face-to-face and online 



Ice melting – getting people talking

People on your team / in the meeting 
need to feel comfortable with your 

choice of questions

You need to be sensitive to their 
situations 



Ice Melting – Getting people talking

If we know who's here, then simply
check-in

A simple open question can work well…



Ice Melting – Getting people talking

In one word, how would you describe the past week?

How are you feeling  (on a scale? In one word?)

How would you rate last week on a scale of 1 – 10?

What was your personal highlight of the past month?



Ice-Melting face-to-face and online
Doing it right – some pointers 

• Exercise sensitivity - It’s meant to be fun and 
interesting not cringe-making! (Design it for the 
team)

• Have a backup plan: If it doesn’t work, move on

• For larger meetings consider breakout groups

• Don’t do icebreakers for every meeting!

If people know / trust each other the ice 
should melt…



TIME 
FOR A 

BREAK!



Facilitating 
Online & Face-to-

face





We’ve learnt a lot about virtual meetings…

They are VERY different than face-to-face 
meetings

In groups: 
What are the best two things and 
the worst two things!



Planning your work



There are two key tasks:

1. Understanding the context 
Who are you facilitating?
What kind of activity are you facilitating?

2.    Planning the session



Who are you facilitating?
The Questions to ask:

• Who will be the ‘audience’ / attendees?

• Why do they want a facilitator – or are you 
the organiser AND facilitator?

• What do you or those asking you expect from 
this session?

• Are there any ‘Unexploded bombs’ – major 
problems?



What kind of activity are you 
facilitating? 

Facilitation work might be:

• a regular/weekly meeting

• an activity day or similar
 
•  a group of people reflecting 

• an overview session that may lead to 
new plans

• an introductory talk 



Consider this project 
cycle 



Planning your session
Always be clear on: 

• What are the specific objectives?
• What is the session meant to achieve?

Write them out:

By the end of the session those involved 
will have: ......(ideally four or five)



Who are we Facilitating?



The people we work with come in many 
different groupings:

Each has its own opportunities and problems!



So, let’s consider…
What are the issues for:



So now let’s consider the issues 
around engagement 

For each grouping - using the white board 
write down:

• Some examples of groups in this 
category

• The issues you might face as a 
facilitator



Carousel Variations



This technique can be very adaptable

• ‘Accompanied carousel’ – one person 
moves with the sheet to explain it

• ‘World cafe’ -  sheets stay on a table and 
people move around

• ‘Progressive world cafe’ – as people move 
so new questions are asked

•Walking carousel – posters on the wall



Review 3

We just used a technique – ‘The Carousel’

It enables everyone to add their opinions 
and to learn from each other

So:

• Was it useful?

• What are the good points / problems?

• When could it be useful?



Your Personal Practice



• Listening and responding

• Being inclusive

• Stimulating responses

• Not ignoring dissent

• Empowering others

• Keeping things moving – you are in 
charge!

Stay within limits – know what you 
can deliver and don’t build false 

expectations
.  



One person – many roles

Chair? 

Referee?
Teacher?

Coach? Conductor?

Ringmaster?



Getting people working together

So… How big is your group? We can work:

• As one group

• In small groups 

• In pairs

• Individually

In groups, suggest one case for each of 
the above

.  



When facilitation goes bad

What would worry you? 

Think for a minute or two – write down  

the issues / activities/ situations that 

would worry you (one per note)



LUNCH TIME



Tackling the Problems
Let’s consider what we came up with



Problems

Hostility from 
one person

Lack of 
engagement

Conflict/ disagreement/dissent within the group

Tiredness 
(yours)

Running out of 
ideas

The ‘expert’

Hostility from the 
group towards you



Involving Everyone

Boredom?

Of course…!
Why do people not get involved?

• Personal?  Confidence?
• Boredom (uninteresting)
• Cultural?
• Organisational?
• Structure / process (that’s you!)
Weak involvement of some people can make 
existing inequalities / problems worse.



Dealing with Hostility



You are likely to meet with some 
hostility at some point, 
so… 

• Watch for it and spot it early
• Let people vent

• Change pace or format
• Take a break 

• Use the break to talk

• End the session if problems/risks increase 



Facilitation and Energy

• Keep moving! (If you put the energy out other people 

(probably) will as well) 

• Don’t let silences stretch (know when to move on)

• Use humour (carefully) – self deprecation can 
be useful but don’t overplay it!

• You have an agenda (but don’t be afraid to deviate) 

• Keep people moving (when appropriate)



Effective Online Facilitation



• The aims are the same: People need to work / think 
together as well as talk together

• A lot of people find it a lot harder to really engage. 
Short sections: necessary info only!

• Set the agenda: try organizing this as a set of 
questions to be answered (rather topics to be 
discussed)

• Once the questions have been answered, you know 
when to end the meeting Set time: 15, 20, or 25 
minutes? A little time pressure may mean more 
focus.



Making online meetings work well

Start the meeting well

Your mood matters – it sets the tone (the first two 

minutes!). Smile, thank people, show energy, 

appreciation, and gratitude

Use a mini ice-melter if appropriate 

You can increase the chances of a more positive 

meeting mood, which promotes more creativity, 

listening, and constructiveness



Making online meetings work well 2
Actively facilitate. 

• This is critical for on-line meetings!

• Draw in virtual attendees (“Sasha, please share your 

thoughts”) 

• Be sure all voices are heard (keep a list)

• Avoid general questions like “Any comments?”

• Keep your eye on the agenda / question. Don’t let 

people go off course; kindly interrupting…

It’s your job as the facilitator to help people use the time 

well



On-line tools
Tools are to make life easier!
• Silence does not indicate understanding or agreement

• There are many online tools – Slido has a set that 
integrate well with PowerPoint – quizzes, surveys etc. 

• Breakouts rooms are easy to use in Zoom or Teams

Have a person to work with you if possible



Developing a meeting plan



• Understand the ‘audience’ and everyone 
involved

• Manage the publicity (if there is any) – 
know what people are expecting

• Plan activity to fit in the time-frame 

• Allow for ‘over-runs’ AND ‘under-runs’

• Be clear on how you finish (and achieve 
the objectives)



• What are the specific objectives?
• What is the session meant to achieve?

Write them out:
By the end of the session those involved 

will have...     (ideally four or five)

Planning a session



By the end of the session those involved will have:

• Identified the major successes and problems faced over the 
last year

• Discussed and agreed priority areas for development in the 
coming year

• Devised a range of possible activities to take these areas 
forward and prioritised a small number

• Identified who will lead on what and any resources that will 
be needed

Planning your work
An example from a year planning full-day session



Many workshops / seminars follow a common process:

1.Confirm the starting point

2.Generate relevant ideas

3.Develop the ideas and prioritise

4.Identify / prioritise points to take forward

5.Plan the actions / next steps

Achieving your objectives



• Confirm? Information, introductions

• Generate? Open session, mind map

• Develop? Small groups – details

• Prioritise? Groups / plenary (sticky dots!)

• Plan? Who does what? Resources? 

An action point can often be starting point for 
repeating this process at a ‘micro’ level

Achieving your objectives



The last few minutes can be crucial!

• Watch the clock in the background

• With a few minutes left, move into review / next steps

• Clarify the action points and takeaways

• Identify the people directly responsible for each action 

item

• Be clear on next steps and next meeting.

• Ask for feedback

Don’t let anyone leave your meeting wondering what was 

accomplished or what the next steps are

Ending meetings well



Keep it Flexible

Shorter exercises can be a useful way to change the 
tempo or move in a new direction.



So, what could go wrong?



Another way to approach projects:

You are a group of people planning a big 
meeting

This is to kick off a community improvement 
project that involves upgrading a 

neighbourhood centre (with some disruption 
for users)

How can you make sure the meeting is a 
complete failure? 



Team Building
You may be less worried about the outputs – more about the process.

 So, let’s look at a team exercise

We’re all going on a coach trip to the seaside – about 20 of us. 
When you get off the coach do you :

A.  Head off to the beach or a café with a couple of friends?

B.  Find the tourist info centre and make sure you know all the things that 
you and others could do?

C.  Check that everyone is happy and that no-one’s left anything behind and 
knows the return time?

D.  Suggest a great thing for people to do and encourage them to take part?



The Types!
A: The do-er!   (energetic, individualist, but may feel held back 
by the team)

B: The investigator  ( good at finding things out, but may not 
be such a doer)

C: The monitor  (focusing on the process is important, but 
may lose sight of the goal)

D: The shaper  (creative and positive, but may not listen to 
other people)

We’re all a bit of each!
Check ‘Belbin Team Roles’ for more on this



Facilitation – long term skill building



Action Planning
• Get there early (map, Zoom / Teams set-up, venue)

• Check the technicals (IT, flip charts etc.)

• Set the event as you’d like it…

• Who’s the chair / introducer / tech support

• Talk to people beforehand

• W I W O…



Evaluating Events

• The feedback form 

• The feedback flipchart

• Moving around (vote with your hands or feet)

• A closing statement from everyone



I have just three things to teach:
simplicity, patience, compassion. 
These three are your greatest treasures.
  Lao Tzu



Thank you
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