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Table I.1. Meeting Design That Supports Servant Leadership

Chapter Topic

1 Serving: Resistance to change, importance of knowledge transfer, and 
the immense value of meetings based on clear thinking, servant 
leadership skills, and structured meeting design

2 Leading: Critical disciplines including line of site, consciousness 
about different meeting roles, the nature of organizational alignment, 
and foundation of structure

3 Facilitating: The indispensable servant skills that make it easier for 
meetings to get DONE faster through active listening, precise ques-
tioning, and timely challenging

4 Collaborating: How to transform conflict into consensus leveraging 
the objectives of the product, project, department, business unit, and 
organization

5 Structuring: Using a masterful Launch and Wrap for all sessions, 
modifying pre-built agendas and creating your own, and building 
fully scripted Annotated Agendas through structured conversations 
and vigorous preparation

6 Planning: A fully integrated session that builds consensual plans 
about who does what by when to meet or exceed goals, key results, 
and other objectives

7 Deciding: Proven Tools for galvanizing decisions and consensual 
agreement around purpose, criteria, options, and priorities through-
out simple, complicated, and complex situations

8 Solving: Field-tested Meeting Approaches and Tools using numerous 
creative activities for securing consensual agreement around innova-
tive actions and solutions to embrace

9 Controlling: Live and real-time sessions, hybrid in-person and online 
sessions, remote sessions, and virtual sessions and their differences. 
Support from “hip-pocket” Intervention Tools for special and un-
planned meeting challenges

Appendix Supporting: Substantial and vital supplements such as the golden rule 
and the “silver rule,” Quick References, and a list of Tools and where to 
find them, followed by a glossary and bibliography
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people rather than at them, servant leaders create environments that foster 
breakthrough solutions.

In most organizations, this change begins during meetings. The problem is 
that meetings often fail for one of three reasons:

1.	 The wrong people are attending (rare).

2.	 The right people attend but are apathetic and don’t care (rarest).

3.	 The right people care but they don’t know how to conduct an effective 
meeting (bazinga!).

We know that groups can make higher-quality decisions than the smartest 
person in the group alone, so why don’t we invest in learning how to run better 
meetings? Part of the problem can be found in our muscle memory. When part 
of a group or team, we are more attuned to taking orders than creating collab-

orative solutions.
Historically, leadership techniques have 

evolved based on where information was 
stored and how knowledge was shared—from 
rural stewards who knew about crops and ani-
mal behavior to complex urban environments 
layered with infrastructure and technology.

In recent centuries we relied on executives 
and managers for their experience and ma-

chine knowledge. As leaders, they told us what to do. Today’s complex knowl-
edge base and knowledge transfer technique, however, requires a new breed of 
servant leaders. Most of them are trained to avoid problems attributable to 
weak meeting leadership, poor facilitation, and lack of meeting design. This new 
breed is not a person, but a role—the role of the meeting facilitator (see table 1.1).

From this point on, I use the following terms and understanding:
•	 All servant leaders are leaders, but not all leaders are servant leaders.

–	 Servant leaders accept the likelihood of more than one right answer 
and serve others to help them find the best answer for their own 
situation.

Table 1.1. Knowledge Transfer Molds the Optimal Leadership Technique

Information Storage Knowledge Transfer Leadership Technique

Bard Oral Steward

Book Print Manager

Documentary Broadcast Executive

Cloud Digital Facilitator

You can complete a 
project without 
facilitation, but you 
could also cut your 
own hair.
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•	 Early on I frequently use the term “servant leader,” because much of 
the material in the first four chapters applies to both servant leaders 
and meeting facilitators.

•	 All skilled meeting facilitators are servant leaders, but not all 
servant leaders facilitate meetings.

–	 Servant leaders may also be found as advisers, arbitrators, coaches, 
consultants, and ombudspersons and in other roles in which they 
share primary skills with meeting facilitators, such as active listen-
ing, maintaining content neutrality, observing, questioning, and 
seeking to understand.

•	 Beginning in chapter 5, I refer more frequently to the meeting de-
signer—a title that frequently also designates the meeting leader, 
distinguished from the “meeting facilitator.”

•	 To be precise, being a meeting leader requires managing three 
additional roles—meeting coordinator, meeting documenter, and 
meeting designer—that are quite independent of the role of meeting 
facilitator.

–	 In a practical sense, however, people often act as meeting leaders 
because they usually perform all four roles, although not all the 
time—especially in more complicated meetings, frequently called 
“workshops.”

Leaders

Servant Leaders

Facilitators

Coaches

Teachers and
Others

Command
Control Leaders

Other Types of
Leadership

Figure 1.1. Hierarchy of Leadership
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meeting. Effective meetings result from building a safe and trustworthy envi-
ronment, one that provides “permission to speak freely” without fear of reprisal 
or economic loss.

Ironically, the more structured the meeting, the more flexible you (the 
meeting facilitator) can be. For without structure, a meeting design, or a road 
map, you can never tell exactly where you are or, more important, how much 
remains undone. With structure, you can take the scenic route, because you 
have a plan that references your original design—whereas groups without 
structure who take the scenic route get lost or, worse, cannot agree on where to 
go next.

With that said, I will not waste your time by covering the background and 
history of facilitation, giving you an overview of facilitation, or mentioning any 
other material not directly applicable to helping you become a better servant 
leader (or meeting facilitator). I’ll focus on critical thinking and how a struc-
tured method of facilitation generates the highest level of flexibility. As I noted 
earlier, structure does not hamper or restrict flexibility; structure makes it eas-
ier for you, as the servant leader, to be flexible and practical.

In addition, I will not spend much time on activities designed to improve 
teamwork, increase trust, and so on—in other words, what most other resources 
publish about “facilitation.” Rather, this book focuses on meeting objectives and 
outputs of business meetings, frequently referred to as “deliverables.”

Table 1.2. Characteristics of the Facilitative Leadership Difference

Modern Leaders Servant Leaders

Are content experts, based on position 
and power

Are context experts, based on credibility, 
genuineness, and inspiration

Are involved in directing tasks Facilitate plans and agreements based on 
group input

Communicate and receive feedback Structure activities so that stakeholders 
and team members evaluate them, their 
leaders, and one another

Have some meeting management skills Are skilled in using groups to build 
complex outputs by structuring conver-
sations based on a collaborative tone

Remain accountable for results Transfer ownership so that members are 
highly skilled and accountable for 
outcomes

Value teamwork and collaboration Focus on removing impediments while 
providing procedures that fortify 
self-organizing teams
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more unusual things have happened). Regardless, it’s unlikely that a 
project team for some engine manufacturer will venture into ice cream 
parlors without clear and explicit approval from its program office, 
business unit, and organization.

3.	 Objectives provide measurements of progress and success. They 
influence the priorities for approving labor and material resources. 
Although given various names, the family of objectives represents the 
aims for each operation (that is, each row in figure 2.1).5

NOTE: What is the difference between purpose and objectives since the 
purpose is to reach or exceed the objectives? Objectives or objects are 
nouns—that is, things. Purpose gives reason and rationale for the value 
of something. Purpose provides context for the value of the objects.

A change in any one of the cells of the holarchy causes a ripple throughout 
an organization, whether subtle or profound. The success or failure of new 
products affect the development of subsequent new products (or projects). 
Likewise, a project’s success or failure affects the sponsoring department or 
program, and those ripples are felt by its business unit and organization.

5 In the English language alone, we have the terms “criteria,” “CTQ” (critical to quality), 
“goals,” “key results,” “KPI” (key performance indicators), “milestones,” “objectives,” “tar-
gets,” and so on. They all represent measurements of how well an operation is performing, 
from the entire organization down to specific products and projects.

OBJECTIVES

Activity/
Question(s)

Agenda Step/
Method

Meeting/
Workshop

Product/
Project

Department/
Program

Business
Unit

Organization

(E.g., Options)

SCOPE increases until it reaches the level of the entire organization.

(E.g., Prioritize)

DELIVERABLE

Objectives and
Key Results

Objectives and
Key Results

Objectives and
Key Results

Objectives and
Key Results

Questions support
the purpose of the Agenda Steps

Agenda Steps support
the purpose of the Meeting

Purpose of the Meeting supports
the Product, Project, etc.

Products, Projects support
Departments/Programs

Departments/Programs
support Business Unit

Business Unit
supports Organization

Everything works harmoniously
to support the Organization

PURPOSE

Figure 2.1. Organizational Holarchy of Alignment

501-96810_ch01_4P.indd   18501-96810_ch01_4P.indd   18 07/06/21   8:15 AM07/06/21   8:15 AM



24	 Meetings That Get Results

-1—
0—

+1—

and expense of meetings. Meetings are validated when thoughts are trans-
formed into actions (table 2.1).

During meetings, participant thoughts are converted into words that are 
shared with other participants. The exchange of ideas catalyzes the stimulation 
and discovery of ideas that did not walk into the meeting but were created dur-
ing the meeting.

The leader-posed questions in meetings direct and stimulate participant 
thinking. Notice that when a participant asks a question during a meeting, and 
we focus on the question, we are in danger of following that participant’s 
agenda. Remember that scope creep begins in meetings—usually in meetings 
with weak or ignorant scope control.

Structure tells us not to ask for the deliverable Y, but rather to ask detailed 
questions that aggregate into a deliverable, the X’s or the x’s. As we aggregate 
the responses to the X’s and the x’s, we generate the deliverable, Y. Let’s look at 
two examples.

EXAMPLE 1: MARKETING PLAN
If your deliverable is a marketing plan, you cannot simply ask “What is the 
marketing plan?” You must know in advance that the marketing plan (Y) is a 
function of segmentation, targeting, positioning, message, medium, and so on 
(some little x’s). So you might start out by asking, “What are the three primary 

Table 2.1. Trichotomy: Structuring Thoughts (Abstract) into 
Actions (Concrete)

Level of Structure / 
Topic

First Second Third 

Trichotomy Will Wisdom Activity

Apocryphal Thoughts Words Deeds

Beliefs Head Heart Hands

Governance Policy Rules Procedures

Intelligence Strategic Tactical Operational

Life cycle Planning Analysis Design

Plato Logic Rhetoric Grammar

Logic Why What How

Use case Input Process Output

501-96810_ch01_4P.indd   24501-96810_ch01_4P.indd   24 07/06/21   8:15 AM07/06/21   8:15 AM



	 Facilitating	 37

—-1
—0
—+1

English is not a fixed or static language. The meanings of English words are 
“not established, approved, and firmly set by some official committee charged 
with preserving its dignity and integrity.” Influenced heavily by other lan-
guages, the English language is renowned for its “capacity for foxy and relent-
lessly slippery flexibility.”2

Between 1590 and 1610 alone, more than 100,000 new words were added to 
the English language. Over time, some words do not survive, and others mu-
tate into existence (for example, “Google” used as a verb). Because society itself 
introduces added terms, English becomes a hodgepodge of diverse and multi-
cultural languages (see table 3.1).

I often ask students—and you may do the same before proceeding—to 
write down a single English term that describes the opposite of “life.” Most 
write down “death.” I then ask them to write down the opposite of “birth” 
and see a lot of smiles. Most would argue that the term “death” best answers 
the second challenge, and a better answer to the first challenge might be 
“lifelessness.”

Of the eight parts of speech in English grammar3 (the number varies for 
other languages), four are particularly problematic for facilitators working in 
English: adjectives, adverbs, prepositions, and pronouns. Collectively we call 
these words “modifiers” (although prepositions may be better viewed as “con-
tainers”).

For example, if Sally claims she added value at her place of employment last 
week, few will dispute her statement. But if Sally claims she added a lot of value 

2 Simon Winchester, The Meaning of Everything: The Story of the Oxford English Diction-
ary (2003), 29.
3 Noun, pronoun, verb, adjective, adverb, preposition, conjunction, and interjection.

Table 3.1. English: A Mash-Up of Words from 
Major Languages

National Origin Term Original Meaning

Arabic Sofa Seat

Cantonese Ketchup Tomato juice

Japanese Shogun General

Malaysian Amok Rushing in a frenzy

Mayan Hurricane Mayan god, Huracan

Persian Caravan Traveling company

Turkish Kiosk Pavilion
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you live,” each one with its own unique number and recognized as a valid 
country.

For example, combining multiple sources at the start of the new millen-
nium, the Sovereign Military Order of Malta had only two buildings in Rome 
but had diplomatic relations with 100 countries. The Vatican is cloistered in 
four hectares in the middle of Italy’s capital but remained only an observer in 
the United Nations. Israel joined the world body in 1949, but twenty to thirty 
of the 192 UN members did not accept the Jewish state’s existence. One-half 
of UN members recognized Kosovo at a time when the UN itself did not rec-
ognize Kosovo. Your organization may have similar cultural challenges when 
defining even basic terms, such as “customer” or “goal.”

Moreover, context alone does not ensure consensual understanding, 
because the English language even permits contronyms, or words that mean 
the opposite of themselves, in context. For example, “garnish” can mean to 
furnish, as with food preparation, or to take away, as with wages; “refrain” could 
be to repeat or to halt; “screen” can mean to show (a movie) or conceal.

Are you beginning to see the importance of rhetorical precision?

NOTE: As a contronym, the term “consult” is nebulous and vague. 
When you say “consult” does that mean you are giving me something 
or that I need to give you something? Your guess is as good as mine!

KEEP IT SIMPLE
Regarding vocabulary, less is more. I should know; I struggle with this issue 
every day. Just ask my significant other. One trick I use is to remind myself to 
speak so that my grandmother will understand me. In other words, use the 
term “bunch” instead of “plethora.”

Much can be expressed using very few words. Or as my grandmother 
would have told you, “I’ve heard good sermons and I’ve heard long sermons, 
but I’ve never heard a good, long sermon.”

Table 3.2. Similar Yet Different

Anglo-Saxon French Latin / Greek

Ask Question Interrogate

Dead Deceased Defunct

End Finish Conclude

Fair Beautiful Attractive

Fast Firm Secure

Help Aid Assist

Meeting Reunion Convention
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•	 Exploring complex ideas

•	 Finding common ground during cross-cultural situations

•	 Scoping challenges

•	 Solving problems

•	 Strategically planning concepts for visions, missions, objectives

GRAPHIC IMPACT AND FORMATS
Complexity can be rendered more easily with charts than words. In 2008, 
Dr. Paul Krugman received the Nobel Prize for creating insight with his dis-
play of data, not for the originality of his ideas.8 Arthur Young and David Sib-
bet developed seven graphic formats based on increasing complexity.9 The 
formats engage people from conception through analysis and finally commit-
ment to an idea. The seven formats are listed in table 3.3.

8 Nobel Prize, “Paul Krugman,” press release, October 13, 2008.
9 See various works beginning with David Sibbet, “Encountering the Theory,” n.d., Ar-
thurYoung​.com, https://arthuryoung​.com​/sibbet​.html, and David Sibbet, “Standing 
Up to the Sixth Extinction,” January 4, 2021, https://davidsibbet​.com​/category​/process​
-theory​/.

Table 3.3. Seven Formats, from Most to Least Complex

Graphic Format Defined Example

Poster A central theme To announce the meeting, 
date, time, place, and purpose

List A sequenced list of ideas To list items that must be 
done before the meeting

Cluster An arranged collection of 
ideas

To organize the items listed 
into appropriate groups

Matrix A forced comparison of 
ideas

To associate a role with a 
specific assignment

Diagram A model of an idea To lay out the meeting room 
in two dimensions

Picture An analogy or image of the 
idea

To illustrate a 3-dimensional 
view of the meeting room

Mandala A unifying, centered image To combine elements together 
showing how each relates to 
the core and to each other
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The Core Skill of Active Listening
For servant leadership and effective facilitation, active listening becomes indis-
pensable. As a practitioner you will discover that feeding back (reflecting, re-
stating) what the participant said never compares to the value of understanding 
and sharing why they said it.

NATURE PROVIDES TWO EARS YET ONLY ONE MOUTH
Active listening serves to benefit dyads, groups, teams, and tribes for these 
reasons:

•	 Arguments and evidence encourage everyone to comment.

•	 Often, participants formulate ideas spontaneously, and feedback helps 
refine their thoughts. The act of communicating affects what is being 
communicated.

•	 Participants value being heard—listened to.

•	 With an attitude of openness and listening, we can all learn  
something new.

In a conversation we make contact and absorb what the other person is 
saying. Then we move on to the next question. With active listening we need to 
feed back the reasons for what we have heard, confirm whether we got it right, 
and challenge them for anything substantive we may be missing (see table 3.4).

Conversations take less time. However, active listening prevents misunder-
standings and helps generate options that were previously not considered, thus 
improving decision quality.

ACTIVE LISTENING PROCEDURE
People don’t care what you know until they know that you care. Genuine active 
listening connotes empathy and requires four activities:

Table 3.4. It’s Easier to Have a Conversation

Conversation Active Listening

Make contact Make contact

Absorb what is being said Absorb what is being said

Move on to the next question

Feed back rationale supporting WHY it was said

Confirm that your reflection is accurate and 
complete

Move on to the next question
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tal.1 Either way, people with opposing modes of thinking have a tough time 
communicating with each other because each perceives the world differently.

VERTICAL THINKERS FIND DIFFERENCES  
(THINK ENGINEERING)
Vertical thinkers find differences, decompose issues, and design something 
new from the pieces (inductive reasoning). Vertical thinkers are logical, orga
nized, and detail oriented. They will . . .

•	 Easily discern immediate dynamics of a problem

•	 Identify specific details and relate issues to reality

•	 Know what can be accomplished within a given time

•	 See barriers and obstacles to be removed

•	 Take the common path to reach results

HORIZONTAL THINKERS FIND SIMILARITIES  
(THINK MARKETING)
Horizontal thinkers find similarities and common threads, making new asso-
ciations among unrelated items (deductive reasoning). Horizontal thinkers are 
far-sighted, innovative, and conceptual. They will . . .

1 Susan Tynan and Ruth Feldman, Communicoding (1989).

INTERNAL

EXTERNAL

Individual
Behavior

Group
Dynamics

Individual
Thinking

Style

Situational
Factors

MANYONE

Figure 4.1. Individual Thinking Style
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•	 Easily discern the underlying dynamics of a problem

•	 Identify contextual details, relating issues to a larger perspective

•	 Know what impact can be achieved within a given context

•	 See possibilities and benefits

•	 Take an unlikely path to reach results
You cannot change the way people think—nor should you ever label par-

ticipants. Your role is to help participants to hear one another and to better 
understand their communication challenges. Clues that thinking differences 
are causing problems include the following:

•	 One person is arguing about the problems, while another is focused on 
the benefits.

•	 One person is trying to get to the details, while the other is trying to 
focus on the ideas.

•	 People are using the same words yet meaning something different or 
arguing as if they are saying something different.

•	 People are using different words that seem to be saying the same 
thing.

THERE ARE NO SAFE PLACES, ONLY SAFE PEOPLE
As I begin to explain how to manage these and other differences, don’t forget 
my Rosetta stone: remove distractions. Therefore, my cardinal rule will be to 
not embarrass people. I don’t have this rule because we are professionals or 
compassionate. Rather, in the role of meeting facilitator, embarrassment is the 
single most powerful cause of a participant being distracted.

Table 4.1. Critical Thinking Comparison

Vertical Thinking Horizontal Thinking

Explains the “plot” when describing a book or 
movie

Explains the “message” when 
describing a book or movie

Finds differences Finds similarities

Fits into structure Prefers the unstructured

Looks for risks Looks at the benefits

Processes language Processes visually, sees patterns

Seems logical Seems intuitive

Thinks sequentially Thinks nonsequentially
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“Politikos”: The Science of People
The term “politikos” translates as “the science of people.” Find comfort in knowing 
that you will deal better with participants as you gain more experience and come 
to recognize common patterns of behavior that occur predictably (figure 4.2). In 
the meantime, keep one fact constant; participants cause problems for a finite 
period. Often a participant causing problems becomes productive in a different 
situation. Do not label people permanently. There are no “problem people,” only 
“people with problems,” and that means all of us at one time or another.

PRAISE IN PUBLIC, DISCIPLINE IN PRIVATE
The unit of measurement for assessing problems becomes the extent to which a 
participant’s behavior is distracting. Assume that people have good intentions, 
and focus your energy on discovering what is causing the difficulty. In other 
words, identify the problem—do not highlight the person with the problem.

Learn to be kind, but at the same time don’t be too nice. While the differ-
ence remains difficult to explain, here are two examples:

•	 Nice is volunteering to share responsibility with someone else. Kind is 
permitting one and only one person responsibility so that when others 
have questions, there is no finger-pointing between the two cochairs. 
Have you ever contacted a cochair only to have them tell you that they 
thought the other cochair was working on it—ad infinitum?

•	 Nice is donating money to an indigent “street person.” Kind is taking a 
few moments to engage the person in a compassionate conversation 
about his or her actual well-being, showing that you care.

INTERNAL

EXTERNAL

Individual
Behavior

Group
Dynamics

Individual
Thinking

Style

Situational
Factors

MANYONE

Figure 4.2. Individual Behavior
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Table 4.2. People with Problems, or “Wait—Why Am I Talking?”

Title Characteristics What to Do

Can’t Stay Jeopardizes progress 
and damages morale 
by leaving meeting 
early

They may have a legitimate reason 
such as another meeting, day care 
pickup, or van pool departure. Under-
stand constraints before the meeting 
begins and schedule accordingly.

Cliquer Close friends who 
whisper during 
meetings and hold 
sidebar conversations

Standing close to Cliquers will stop 
their conversation. Enforce “one 
conversation at a time” Ground Rule. 
Also enforce this rule if you sense too 
much private online chatting.

Controller Keeps telling the 
meeting facilitator 
what to do—or not do; 
attempts to control the 
meeting by changing 
the activities and 
procedures

Listen first; however, never turn over 
control. Talk to the Controller during 
breaks. Enforce scope carefully to 
avoid scope creep.

Disapprover Actively expresses 
disapproval using 
body language and 
nonverbal cues such as 
rolling eyes, shaking 
head, crossing arms, 
and so on

Move near the Disapprover. Direct 
open hands in the person’s direction, 
seeking viable counter-positions. 
Gently call on online participants by 
name, but always give online partici-
pants the option of saying “pass” 
whenever called upon.

Disengaged Constantly engaged 
with their smart phones 
or laptop; ignores the 
facilitator; may read 
unrelated materials

Use laser focus so that the Disengaged 
person knows you see him or her. 
During breaks, talk to them. Do not 
publicly call out their name. Encourage 
your culture to embrace the “topless 
meetings” Ground Rule that prohibits 
laptops and handheld devices. For 
online violators, send a private chat.

Genius Uses credentials, age, 
seniority, or strato-
spheric intelligence to 
argue his or her point

Writing down the Genius’s input fully 
will satisfy him or her. Interrupt 
Geniuses who repeat themselves, 
reading back to them what you have. 
Carefully challenge them to explain 
how their contribution relates to the 
question at hand (to avoid scope 
creep).

(continued)
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Table 4.2. (continued)

Title Characteristics What to Do

Impatient Jumps into the 
conversation and cuts 
off someone else; acts 
impatient or con-
cerned that his or her 
ideas will not be 
acknowledged

Interrupt Impatient participants 
immediately to protect the person 
interrupted, but do not forget to 
return to them later. Impatience is 
preferred over apathy.

Monopolizer 
or Randomizer

Talks often and loudly; 
dominates conversa-
tions and is difficult to 
shut up; may be 
someone who has a 
higher rank outside of 
the meeting than 
others

Record input if in scope of the 
question at hand. If not in scope, ask 
Monopolizers to write the question 
down so they don’t forget it when you 
turn to them later. Use Breakout 
Teams (chapter 6) and round-robins 
to prevent the opportunity for them 
to dominate.

Quiet Person We are not going to 
convert quiet people 
into extroverts, but five 
activities will trans-
form the quantity of 
contributions from 
quieter participants

1. Interview your participants
2. Breakout Teams
3. Nonverbal solicitation
4. Reinforce during break
5. �Round-robins and Post-it note 

techniques

Repeater Brings up the same 
point repeatedly; tries 
to focus airtime on his 
or her issue

Repeaters need to understand that 
their point of view has been captured. 
Document their input. Show them 
visually that you “got it.” When they 
begin to repeat themselves, interrupt 
them and read back what you have. 
Ask them, “What would you like to 
add?”

Skeptic Voices skepticism 
shrouded with genuine 
concern; may degrade 
someone else’s perfor
mance

Use the “What—So What—Now 
What” Content Management Tool 
(chapter 9). Skeptics may justify their 
skepticism with facts or examples. 
Through conversations in advance of 
the meeting, anticipate them speaking 
up and give them an optimal time to 
bring up their concerns. Skeptics offer 
more value than someone apathetic or 
quiet.
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Table 4.2. (continued)

Title Characteristics What to Do

Snoozer Challenged to stay 
awake, especially early 
morning or around 3 
p.m.

Enforce the “no hiding” Ground Rule 
for online participants who must 
open their video windows. When in 
person, walk around the room or take 
a quick ergonomic break.

Spinner or 
Twister

Speaks for someone 
else; twists ideas or 
meanings and fre-
quently distorts them 
when interpreting

First get the original speaker to 
confirm you received his or her input 
correctly and then offer the Spinner 
time to add his or her own point of 
view.

Tardy Arrives late and may 
insist on catching up 
with what he or she 
missed

Use 50-minute meeting intervals to 
allow people some transition time 
between back-to-back meetings. 
Enforce “be here now” and “no 
hiding” Ground Rules. Do not 
interrupt the meeting. Review 
material during a break or after but 
not during the meeting—or pair 
participants off with someone else to 
give them a recap in the hallway or 
chat room.

Unexpected Shows up without an 
invitation

Explain and enforce the role of 
observers, noting that they may speak 
during breaks or after the session has 
completed.

Verbal  
Attacker

Launches verbal, 
personal attacks on 
other group members 
or facilitator; ridicules 
a specific point of view

Stand between two people arguing. 
Immediately interrupt online attacks 
and mute the attacker if necessary. 
Make sure comments remain profes-
sional and not personal.

Workaholic In and out of meetings; 
gives impression of 
being so important he 
or she is missed 
elsewhere

Treat the same way as someone who 
fits the Tardy or Can’t Stay descrip-
tions; enforce the “be here now” 
Ground Rule. Allow frequent bio-
breaks, even when meetings are online, 
for people to respond to bodily needs 
and their electronic leash requests.
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For any given group, you may see only the 
first two or three stages.

The following are stages and charac-
teristics of group development (see fig-
ure 4.4):

•	 Forming—orientation, hesitant 
participation, search for meaning 
and purpose

•	 Storming—conflict, dominance, 
rebelliousness, power, and igno-
rance

•	 Norming—expression of opinions, 
development of group cohesion

•	 Performing—integrated solutions, 
formation of a cohesive “team,” 
pluralistic rhetoric (“we” and “us”), 
telling you what to do (“write that 
down”)

Stage 1

Forming—State of Confusion
Key words: “I,” “confusion,” “why”

INTERNAL

EXTERNAL

Individual
Behavior

Group
Dynamics

Individual
Thinking

Style

Situational
Factors

MANYONE

Figure 4.3. Group Dynamics

—Diane Coutu, 
“Why Teams Don’t 
Work,” Harvard 
Business Review 
(2009)
Perversely,  
organizations with the 
best human resource 
departments 
sometimes have less 
effective teams. That’s 
because HR tends to 
focus on improving 
individual rather than 
team behavior.
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Facilitator response: command control (seven-activity Launch in chapter 5)
•	 Groups at this early stage are working on two primary areas—the 

reason they are attending (purpose) and social relationships. These are 
some typical landmarks:
–	 Concern over purpose, relevance of meeting, “How does this help?”

–	 Looking to the leader for structure, answers, approval, acceptance

–	 Looking to the leader to prove that their time will be worthwhile

–	 Quiet groups

•	 Participants meanwhile stay focused on “I” concerns, such as these:
–	 “Why am I here?”

Relationship

EXTERIOR

CO
LL

EC
TI

VE

INTERIOR

IN
D

IVID
U

A
L

Command
Control 

Stage 1

Forming

“I”

Collaboration

Stage 4

Performing

“We”

Cultivating

Stage 2

Storming

“It”

Competence

Stage 3

Norming

“Its”

Task

Self-directed

Tightly Formed

Confusion

Leader-centered

Figure 4.4. Four Stages of Group Performance and Individual Consciousness

Note: The four stages are adapted from B. W. Tuckman, “Development Sequence in Small Groups” 
(1965), 384–399. (Tuckman added a fifth stage, called adjourning, that we intentionally do not 
discuss.) These stages are overlaid with Ken Wilber’s integral theory (“I”) and Metz’s facilitated 
meeting stages (Command). Osburn, Moran, Musselwhite, and Zenger (1990) added labels for the 
stages: (1) confusion, (2) leader-centered, (3) tightly formed, and (4) self-directed (Agile).
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Situational Causes of Conflict
Hopefully, you begin to see conflict as both challenge and opportunity. Meet-
ings are expensive and mitigating conflict provides one of the absolute best 
reasons for meetings. However, conflict also comes from the situation, and 
from you (figure 4.5).

“THREE TROLLS WITH THE COURAGE OF ONE”:  
INTERNAL CONFLICT
Internal conflict is fear, something everyone experiences.11 All people have 
some fear. When we allow fear to control us, we lose our ability to perform. The 
first step is to understand our fears. Once we do, we can control them. Fears 
never go away—we simply learn to acknowledge or contain them. Below are 
some typical meeting facilitator fears:

•	 Challenges and attacks

•	 Equipment breakdowns and technology malfunctions, especially with 
online meetings

•	 Inability to persuade, motivate

•	 Looking like a beginner

11 Nobody understands the title of this section, but I can’t seem to let it go. Three trolls, in 
The 10th Kingdom (Mill Creek Ent.), an American fairytale fantasy miniseries, proudly 
call themselves “three trolls with the courage of one,” oblivious to the line’s meaning that 
each troll has only one-third the normal amount of courage.

INTERNAL

EXTERNAL

Individual
Behavior

Group
Dynamics

Individual
Thinking

Style

Situational
Factors

MANYONE

Figure 4.5. Situational Factors
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Yet the correct answer is out of the range, by a factor of nearly 100 percent. 
You see, the correct answer is 13 centimeters. Few believe it until they see it, so 
I display the answer (see figure 4.7)—along with a clear message: voting sucks.

We may have even thrown away the closest answer because it deviated so 
much from the other answers that we assumed it had to be wrong. We’re smart 

There are four volumes of
Goethe on the shelf.

The total pages of each volume are
5 centimeters thick.

The front and rear covers of each
are 0.5 centimeter thick each.

A bookworm starts eating at
page one of volume one and eats
straight through to the last page

of volume four.

How far does it travel?

Figure 4.6. Bookworm Challenge

Page 1

Goethe
Vol. I

Goethe
Vol. II

1 cm 1 cm

5 cm 5 cm

Answer: 13 cm

1 cm

Goethe
Vol. III

Goethe
Vol. IV

Last Page

Figure 4.7. Bookworm Answer
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people; we can’t all be wrong by that much, right? Well, yes, we can, because we 
got caught up in groupthink, also known as the lemming solution, and we just 
fell off the cliff by agreeing to an answer somewhere around 23 centimeters.

Conflict as Challenge and Opportunity
There is no instructional class in the world that will teach you how to facilitate 
a resolution to all meeting conflict, especially arguments. Sometimes, people 
or parties refuse to agree simply because they do not like each other.

It is not your responsibility to resolve the conflict. However, you can rely 
on four steps to help you manage meeting conflict that frequently yield consen-
sus (figure 4.8). Fortunately, the four steps are effective and repeatable:

1. CONFIRM OR CLARIFY PURPOSE
Begin to resolve conflict within a meeting by first understanding, clarifying, 
and confirming the purpose of the object15 or topic being deliberated (fig-
ure 4.9). Effective conflict resolution depends on shared purpose. Competing 
purposes lead to competing solutions.

Your meeting design role demands that you build consensus around the 
purpose of the object the deliverable supports, the intent of the object, and why 
it is important. You cannot afford to have a moving target if you want to build 
consensus. Make the group’s integrated purpose around the topic or object 
clear and visible. Document and display the purpose for everyone to confirm. 
Use the Purpose Tool (chapter 7) as a quick and effective means of writing a 
consensual expression of purpose. By visually displaying the narrative content, 
you make it easier to confirm whether everyone can support it or not.

Many analysts are surprised to discover that arguments around require-
ments and prioritization surfaced because participants could not agree on the 
purpose of some feature, object, or process. Some arguments are resolved by 
this clarification of purpose alone. Other arguments persist. If so, move on to 
the next activity.

15 “Object” here means the person, place, thing, or event to be directly affected by the “ob-
jective” (deliverable) of the meeting.

Confirm
Purpose

Document
Positions

Appeal to
Objectives Escalation

Figure 4.8. Four Activities

Four Steps to Managing Arguments
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2. DOCUMENT POSITIONS AND INTERESTS
Active listening demands that the facilitator provide reflection and confirma-
tion of what the speaker said (figure 4.10).

When meeting conflict develops, participants may hear what was said, but 
they need to understand under what conditions the position holds true (and 
remains valid or not). My own experience has shown that it is critical to reflect 
why the speaker said something. Typically, speakers’ first statements are about 
their position. Understanding the why behind their positioning requires addi-
tional challenge, leading to disclosure of their true interests.

For example, as a homeowner, I may not want a sewage treatment plant near 
my backyard. If I am challenged—“Why not?”—my position states, “Because it 
stinks.” After further challenge we discover that the prevailing wind correlates 
strongly with the amount of stink and that my primary concern is that the treat-
ment plant be located downwind from my residence. However, I become focused 
on my position. I don’t think “prevailing wind”; rather, I think “stink.”

Consensus is not built at the symptomatic level but at the causal level. Be-
gin by getting everyone to understand under what conditions certain claims 
hold valid. Therefore, challenging the why behind what was said becomes criti-
cal. Solid facilitation effectively challenges participants to make their thinking 
visible by using one question: “because?”

Sometimes people who are in violent agreement with one another do a 
poor job of listening. So amplify your active listening during conflict. Remem-
ber that active listening comprises four separate activities:

•	 Make contact with the speaker; typically eye contact is leveraged to 
ensure the speaker is acknowledged, engaged, and valued.

•	 Absorb what is being said with serious intent so that you can provide 
the entire group an accurate and comprehensive reflection of what the 
speaker said.

•	 Reflect what was said to ensure the speaker understands what he or she 
said. But more important, reflect why the speaker made that statement. 

Confirm
Purpose

Figure 4.9. Confirm Purpose

Document
Positions

Figure 4.10. Document Positions
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Reflect how the speaker’s position and interests relate to the question at 
hand (frequently it is best to show the reflection in writing on a large 
piece of Post-it paper).

•	 And always confirm that the speaker’s content, as reflected, is correct—
because sometimes we get it wrong.

At least one person in any given group does not listen or hear what another 
person says. Some people don’t even listen to themselves. Reflection provides 
an essential activity of effective, active listening. However, you must confirm 
and not assume that your reflection is accurate.

Once two or more interests have been understood and documented well 
enough to satisfy the advocates, some arguments will drop by the wayside. 
Others will advance, so proceed with the third step.

3. APPEAL TO OBJECTIVES
Sometimes people understand each other and yet continue to disagree. Many 
arguments of this nature are about future conditions that cannot be proven 
one way or another. Participants may even rely on the same evidence-based 
support, such as facts, projections, and trends, but interpret this evidence dif-
ferently in a future world.

To help resolve conflict, learn to sequentially appeal to objectives (fig-
ure 4.11), starting with the objectives of the product or project, and then pro-
ceeding with objectives of the department or program, of the business unit, 
and of the entire organization that your meeting supports. If the CEO were 
in the meeting, which argument would he or she say better supports orga
nizational objectives—and, more important, why?

Carefully and fully document conflicting arguments with supporting 
claims, evidence, and examples. Have the group contrast their positions by 
asking them “to what extent” each interest supports the various objectives us-
ing the Alignment Tool (chapter 6). Specifically, ask these questions:

•	 To what extent does (each position or interest) support the overall 
project objectives?

•	 To what extent does (each position or interest) support the program 
objectives (the reasons for approving the project)?

•	 To what extent does (each position or interest) support the business 
unit objectives (what would the executive sponsor say)?

Appeal to
Objectives

Figure 4.11. Appeal to Objectives
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•	 To what extent does (each position or interest) support the orga
nizational objectives (what would the chief executive officer say)?

Appealing to the various objectives will reconcile some remaining meeting 
conflict, but not all of it. In some cultures, for example, safety is critical, and if 
one position can be viewed as “riskier,” it will be rejected immediately. Con-
sider using the holarchy (see figure  2.1  in chapter  2) for visually illustrating 
how competing interests should be compared to the various objectives.

So, what do you do, as meeting facilitator, if appealing to objectives fails?

4. ESCALATE
If the first three steps, in sequence, fail to drive consensual resolution, escalate 
decision-making by taking the documented positions back to the executive 
sponsor, steering team, or decision review board (figure 4.12). Show them the 
purpose and position documents and explain how you attempted to use them 
to arrive at consensual understanding.

Tell the executives that the group participants reached an impasse in the meet-
ing and need help. Ask the executives to reach a decision and, more important, 
share the rationale behind it, so that this “because” can be brought back to the 
participants and make the group more effective with subsequent decision-making.

Sometimes participants fail to agree with one another based on irrational 
or irreconcilable terms. No meeting facilitator can build consensus around 
every issue, but having a method to manage the conflict provides confidence 
that you have performed professionally.

HERE’S WHAT HAPPENS
Executives absorb what you have provided. They review the documented state-
ments of purpose and position and then go back and appeal to their own objec-
tives, asking questions like:

•	 Why did we approve this project or initiative?

•	 Why was this important to my department or business unit?

•	 How does this initiative support the organization’s forward-looking 
strategy and future?

Typically, executives have better line of site because they are more intimate 
with plans, shaping curves, and transitional and transformational efforts un-
derway to ensure an organization reaches its vision than meeting participants 

Escalation

Figure 4.12. Escalate 
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Meeting Purpose
Describe today’s purpose
and why it is important.
How much $$$ or FTP is at
risk if we fail? The
deliverable is important
because . . . ?

Meeting Scope
Describe today’s scope and
focus. Clearly delineate
what may or may NOT be
included for consideration.

–   Introduction
–   Step Two
–   Step Three
–   Step Four
–   Step Five
–   Step Six
–   Step Seven
–   Conclusion

Meeting AgendaMeeting Deliverable
Describe the object the
meeting must create or
develop. What does DONE
look like when a successful
meeting has been
completed? What do we
have at the end—a plan, a
decision, a solution, etc.?
Documented RESULTS are
preferred to abstract
expressions like “increased
understanding” or “shared
awareness.”

–   Be Here Now
–   Silence or Absence
      Is Agreement
–   Consensus means,
      “I can live with it.”
–   Make Your
      Thinking Visible
–   No Hiding

Ground Rules

Figure 5.1. Large-Format Paper or Screen—Always Make This Content Visually Accessible
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2.	 Meeting purpose: Describe the meeting purpose, either on large-
format paper, a handout, or a screen. Stress again that this session is 
important because . . . ​and seek audible assent from your participants. 
Frequently, for this first request, put hands to your ears while saying “I 
can’t hear you” to force a louder audible response. Professional facilita-
tors constantly strive to shift “airtime” to their participants, and 
participants’ vocal affirmation transfers ownership.

3.	 Meeting scope: Describe the meeting scope, either on large-format 
paper, a handout, or a screen. The meeting scope is either the entire 
organization, department, product, or project, or part of them, but 
never more. Again, secure an audible assent from your participants 
that builds consensus and transfers ownership.

4.	 Meeting deliverables: Describe what DONE looks like by using your 
prepared statement. After securing audible assent here, you will have 
facilitated audible agreement three times within two minutes. If 
participants cannot agree on the meeting purpose, meeting scope, and 
meeting deliverable, then your Agenda is at risk, and you have even 
more serious problems to address.

NOTE: This meeting purpose, scope, and deliverable should be pro-
vided to participants before the meeting as part of an invitation, pre-
read, or read ahead. Those statements should not change at this point. 
If they do, the meeting may be challenged, and the Agenda may no 
longer be valid. I have been asked to modify the scope a few times, but 
it was always sharpening and not broadening the prepared statement (I 
now know that Greenland and parts of Iceland are in North America).

5.	 Administrivia: Explain that “administrivia” is any noise that might be 
causing a distraction. You want to clear participants’ heads from 
thinking about themselves, especially their creature comforts. For brief 
meetings, you might include where to locate emergency exits, fire 
extinguishers, lavatories, or coffee and tea. For workshops and longer 

My name is _______ and my purpose is to serve you. Our goal is to complete an Approach that will accelerate
Product/Project _______ (or department or organization) with results that each of you can support.

If this meeting fails, we’re jeopardizing the entire project (or, department or organization) that is worth an
estimated $_______ and _______ FTP (one-time value or per year). 

My role is to remain impartial about the content and your perspectives, but I am passionate about the session’s
importance. Leave your egos in the hallway because in this room, we will treat one another as equals.

Our time is short so let’s begin.

Figure 5.2. Launching Script
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OPTION 1: PLUS-DELTA PROCEDURE
Gather participants’ comments at the end of your meetings by building a T-Chart 
called Plus-Delta. On one side list what went well, a Plus. On the other side, list 
what could be improved, a Delta (the Greek letter ∆, which stands for “change”).5 
When conducted openly, however, participants mostly mention “creature com-
fort” concerns and do not provide the substantive critique you need to improve 
your facilitation.

Therefore, Better Yet
Get feedback on the session context, including how well (or not) you did. Set up 
an easel or a whiteboard by the exit door, or provide a screen link that can be 
annotated. Have each participant contribute at least one thing he or she liked 
about the meeting (+) and one thing he or she would change (∆). Ask partici-
pants to mount each note in its respective column before they depart.

Workshops
Use Plus-Delta at the end of each day of a multiple-day session to correct prob
lems before the next day. Comments made during your meetings enable you to 
monitor context so that you can make quick fixes such as issues with picture 
quality, lighting, sound, and so on.

OPTION 2: SCALE IT
Scale It provides numerical feedback on a few questions along with some 
limited, anecdotal comments. Modify the questions shown in figure 5.3 for the 
specific feedback that you seek, using a scalable technique. With Scale It, print 
three or four per page, reducing the “visual burden” on your participants as 
you hand them a small slip of paper rather than a full-size sheet.

5 This method is also called “Benefits and Concerns (Bs and Cs),” “Star-Delta,” and other 
names.

Please mark the rating for this meeting on a scale of 10 (best) to 1

To improve our next meeting, I suggest we:

Facilitator performance

Participant contributions

Meeting value

Topic 10 9 8 7 6 5 4 3 2 1

Figure 5.3. Scaled Assessment
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MG RUSH FACILITATION
TRAINING & COACHING
 Richmond IN 47375-0054

+01.630.954.5880 tel
http://www.mgrush.com/

WORKSHOP EVALUATION

Instructions: You have just completed an MG RUSH  workshop. In order for us to continue improving,
  please take two minutes to answer seven questions fully and honestly.

1. To what extent did the workshop meet your expectations?

______ Not at all ______ A little ______ Mostly

If not “mostly”, why not? ____________________________________________________________

_________________________________________________________________________________

_________________________________________________________________________________

2. How would you rate your overall experience?

______ Poor ______ Fair ______ Good ______ Very Good ______ Excellent

3. How e�ectively did the session leader explain the method?

______ Poor ______ Fair ______ Good ______ Very Good ______ Excellent

4.   How e�ectively did the session leader control the group and keep you on track?

______ Poor ______ Fair ______ Good ______ Very Good ______ Excellent

5. How would you rate the overall performance of the session leader?

______ Poor ______ Fair ______ Good ______ Very Good ______ Excellent

6. What suggestions do you have for improving the performance of the session leader?

_________________________________________________________________________________

_________________________________________________________________________________

7. Other comments or suggestions? (also use reverse side): __________________________________

_________________________________________________________________________________

_________________________________________________________________________________

Figure 5.4. Detailed Evaluation Form
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TOOL SELECTION GUIDE

Trichotomy — WISDOM / Process Trichotomy — ACTIVITY / OutputTrichotomy — WILL / Input
Warm Ups

BreakOut Teams

Breaks

Interventions

Listing (Diverge)

Creativity

Coat of Arms

Perspectives

Thinking Hats

Temporal Shift

Brainstorming

Analyze
Definition

Clarifying Root Cause Analysis

Force Field Analysis

Categorizing

Decide (Document)

SCAMPER

Decision Matrix
PowerBalls

Perceptual Mapping

Scorecard

Quantitative TO-WSAlignment

BookEnd Rhetoric

Decision Quality

Content ManagementWHAT (Facts, Evidence, Reasons) NOW WHAT (Actions, Recommendations)

SO WHAT (Implications, Concerns)

Real-Win-Worth  Real? Worth?

Win?

Likely CaseWorst Case

Best Case

Scenario Planning

 LAUNCH / Preparatory Tools:

Is Not / Is (Framing)  

Flexibility MatrixPurpose Tool 

IceBreakers Ground Rules

Other Meeting Types:

Staff Meeting Daily Meeting

Board Meeting

Deck of Slides Presentation
(Content Management)

Guardian of Change

Parking Lot Assessment

REVIEW AND WRAP / Closing Tools:

After Action Review AAR / Hot Wash  

Prioritization

Figure 5.5. Tool Selection Guide
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Table 6.1. Mountaineering Analogy

Agenda Step Corresponding Analogy

Mission
Why do we show up?

We choose to show up because we love  
mountaineering.

Values
Who are we, and how do 
we treat one another?

We could be young and vibrant with no cash, or 
more mature and experienced with lots of money. 
What do we carry with us? Young people have ropes 
and value rappelling. More mature people have 
Sherpas who carry ladders, among other stuff.

Vision
Where are we going?

Which peak are we going to ascend? Young people 
may choose the south peak because they don’t have 
much time. Mature people may choose the north 
side with switchbacks that enable them to use their 
ladders and stop for comfortable breaks.

Key Measures
What are our measures or 
indicators of progress in 
reaching the Vision?

There are three types of criteria:
SMART—Be at 5,000 meters suspended in our 
sleeping bags before the storm blows in at 3 p.m. 
(objective).
Fuzzy—Get some nice photographs when we reach 
the summit (subjective or aspirational such as a goal).
Binary—Did we reach the summit or not (critical 
consideration)?

Current Situation
What is our current 
situation of things we 
control and do not control?

TO-WS analysis (showing the youthful  
mountaineers):

Externally Controlled
External Threat—avalanche
External Opportunity—a “break” in the weather

Internally Controlled
Internal Weakness—few supplies
Internal Strength—stamina and flexibility

Actions—What to Do
Given our Current Situa-
tion, what do we agree to 
do to reach our Key 
Measures placed as 
milestones to ensure we 
reach our Vision?

Young people—They are going to rappel up the 
south side of the face of the mountain to quickly 
reach the summit so that they can return to base 
camp before they run out of supplies.

Alignment
Are those the right Actions 
and enough Actions to 
ensure we reach or exceed 
our Key Measures?

Do they have enough rope? If the young people are 
rappelling 100 meters but only have 50 meters of 
rope, let’s find out before they take off so we can 
adjust either the path or the amount of rope.
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Table 6.1. continued

Agenda Step Corresponding Analogy

Assignments
Who is doing What?

Who is carrying the rope?

Communications Plan
What do we tell the world 
about what we completed 
here?

Phone home before they make their ascent in the 
morning when the weather is predicted to be calm.

Table 6.2. Pre-session Survey for Strategic Planning

Among employees, what is the balance between anxiety and hope?
Mostly	 •	 •	 •	 •	 •	 •	 •	 Mostly
anxiety								            hope

How does senior management’s point of view about the future compare to that 
of competitors and other industry experts?
Conventional	 •	 •	 •	 •	 •	 •	 •      Distinctive
and reactive							       and far-sighted

To what extent are we engineering the present or designing the future?
Mostly an	 •	 •	 •	 •	 •	 •	 •       Mostly an
engineer						          architect or a designer

What amount of our efforts focus on catching up versus setting up our own 
future vision?
Mostly a	 •	 •	 •	 •	 •	 •	 •         Mostly a
rule-taker							              rule-maker

What amount of our efforts focus on catching up with competitors versus 
building new industry advantages?
Mostly 	 •	 •	 •	 •	 •	 •	 •            Mostly
catch-up							                new stuff

Which issues absorb senior management’s attention?
Re-engineering	 •	 •	 •	 •	 •	 Regenerating
core processes					     		   core strategies

Note: If your marks lean to the left or in the middle, your organization may be spending too much 
time preserving the past and not enough time and energy strategizing a new future.

Agenda for a Launch is always around three pages. If you want to rehearse any-
thing, try explaining the white space behind your Agenda Steps—why are they 
there? Contextual control provides a terrific opportunity to develop confidence 
among your participants.
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for the Mission expression, but for now, let’s keep it painless; PowerBalls and 
Perceptual Mapping are explained in chapter 7.

FOR MISSION EXPRESSIONS ONLY
The Coat of Arms Tool may be used for the Listing activity of Brainstorming 
when there is more than one question to answer. However, while especially 
useful for Mission expressions, time box (set a time limit) a Mission expression. 
Mission expressions can be highly emotional—so do not expect them to con-
clude smoothly or quickly.

Ask for volunteers to take time after this session concludes and return at 
some future time or date to share some expressions for all participants to con-
sider. When reconvening, try to post the original Coats of Arms to stimulate 
and remind participants about their original answers.

COMMERCIAL EXAMPLES OF MISSION EXPRESSIONS
It’s difficult to distill the passion and verve of any group, organization, or team 
into very few words. However, by my standards, the following (at some point in 
time) reflected Mission quite well:

•	 Caribou Coffee (seven words): To be the best neighborhood gathering place.

•	 Cirque du Soleil (nine words): Invoke the imagination. Provoke the 
senses. Evoke the emotions.

•	 Dunn’s Local Newspapers (one word, three times): Names, names, names.

•	 Ritz-Carlton (seven words): Ladies and gentlemen serving ladies and 
gentlemen.

•	 United States Marine Corps (six words): The few, the proud, the Marines.

•	 Noncommercial examples:
–	 The golden rule is expressed with only 10 words (see the epilogue to 

this book for 13 versions).

–	 The Peace symbol (nuclear disarmament; see figure 6.1) is nonnarra-
tive and yet communicates universal intent about peaceful protest 
and mission.

Figure 6.1. Nuclear Disarmament Symbol
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never be listed as an Agenda Step. To be successful, you must clearly envision 
the output from your Agenda Step before you apply Brainstorming activities.

NOTE: The trichotomy unfolds transformation from the abstract to the 
concrete. Note the similarities of three different Tools in table 6.3. Brain-
storming may be used to develop anything. Brainstorming intends to give 
us more information to use in a shorter amount of time by leveraging the 
power of groups. However, lists by themselves can be frustrating, since 
consensual answers never simply “pop out” of the wall or screen (flat-
land).

Successful Brainstorming depends on thorough analysis. Creating, typing, 
or writing down lists is the easy part. The hard part is understanding what you 
are going to do with the list—the hard part is the analysis.

When facilitating, the Analysis and Decide activities provide significant 
challenges. Yet most people equate the term “brainstorming” with the Listing 
activity alone, and that is not Osborn’s definition, intent, or meaning.6 Osborn 
created the term in 1953, describing it as “a structured way of breaking out of 
structure.”

A THREE-ACTIVITY PROCEDURE
Brainstorming requires three discrete activities. Each could represent separate 
Agenda Steps:

1.	 Listing or diverge (describe Agenda Step by title of the list)

2.	 Analyze (describe Agenda Step by the outputs, such as prioritization)

3.	 Decide or converge (describe the Agenda Step by the deliverable, such 
as a “decision”)

6 “While brainstorming became a tool for creative problem solving in this general way, it 
is very different from the fundamentals of the original description of the brainstorming 
process designed by Alex Osborn.” Hanisha Besant, “The Journey of Brainstorming” 
(2016).

Table 6.3. Trichotomy of Will, Wisdom, and Activity

Trichotomy Will Wisdom Activity

Brainstorming List Analyze Decide

Transformation Thought Word Deed

Reflectionist WHAT SO WHAT NOW WHAT
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PROCEDURE
I call this analysis TO-WS because most experts agree this is the best sequence 
to consider:

1.	 External Threats: It’s easy to imagine what could go wrong.

2.	 External Opportunities: Since threats come easier, remind participants 
to refer to their personal list of prepared factors.

3.	 Internal Weaknesses: Participants are usually more sensitive about 
things going wrong than with what is positive.

4.	 Internal Strengths: Begin by referring to participants’ personal notes.

To conduct this analysis, do the following:
•	 Have participants prepared to share their TO-WS factors in advance 

but keep them private. Let participants reference their personal notes 
as we proceed.

•	 Develop consensual lists and complete definitions (Definition Tool, 
chapter 6) for each threat, opportunity, weakness, and strength. If 
necessary, reduce each list to the top four to six factors; see Categoriz-
ing logic (chapter 6) and then use PowerBalls (chapter 7) for prioritiz-
ing, along with Bookend Rhetoric (chapter 7) to prevent wasting time.
–	 As you build four different lists, describe each entry clearly and 

carefully. Threats and opportunities are externally uncontrolled and 

Situational Threats (–) Situation Opportunities (+)
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Ethics 0 0
Flexibility 0 0

Infrastructure 0 0
Reputation 0 0

Resourcefulness 0 0
Responsiveness 0 0

Strengths Subtotals 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0
Accountability 0 0

Communications 0 0
Costs 0 0

Operations 0 0
Product 0 0

Targeting 0 0
Weaknesses Subtotals 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0

Totals 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0

Situational
Strengths

(+)

Situation
Weaknesses

(–)

Figure 6.2. Blank TO-WS Worksheet
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PARTICIPANT SCORING INSTRUCTIONS

•	 Working within each column (one external factor), one at a time ask: 
“What am I suggesting we do (to defend us against this specific threat 
or take advantage of this specific opportunity)?”

•	 As you decide on what to do, write down your most important ideas on 
a separate piece of paper to bring with you to the next meeting.

•	 You have nine points to be used in each column. Within each column, 
distribute the nine points according to the impact or perceived value of 
each proposed Action (what we should do to defend ourselves against a 
threat or seize an opportunity).

•	 The total for each column should equal nine points (see figure 6.3).

•	 Avoid assigning one point to multiple items by awarding the most 
significant items three, four, or more points.

•	 Strive to assign all nine points among not more than three cells in each 
column. Assigning nine points to only one cell is absolutely A-OK. 
Another tactic might be to assign five points to the most important, 
three points to the next important, and one point to the third most 
important cell, with the balance of the cells kept blank.
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Product

Targeting
Weaknesses Subtotals

Totals

Situational
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(+)

Situation
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2 2 0 2
2 2 1 4 5 7

1 1 1 3 4 5
1 5 6 0 6
4 1 5 1 2 2 5 10

4 5 9 1 2 5 8 17
5 9 1 0 4 6 25 1 6 3 3 4 5 22 47

1 1 2 2 3
0 2 4 6 6

4 6 3 5 18 4 5 9 27
1 2 3 0 3
1 3 3 7 4 3 7 14

0 3 2 3 8 8
4 0 8 9 5 3 29 8 3 6 6 5 4 32 61
9 9 9 9 9 9 54 9 9 9 9 9 9 54 108

Figure 6.3. Illustrative One-Person TO-WS Worksheet
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–	 Now instruct each participant to ask: “Of the remaining 11 factors, 
which has the least impact on . . . ?” Assign that factor a 1.

–	 Continue using Bookend Rhetoric (chapter 7), which is next most, 
next least, and so on, until all have been assigned a rank.

–	 Aggregate scores and continue to convert into Actions described in 
the next Agenda Step.

2.	 You might conduct Quantitative TO-WS for the current date and 
situation and then conduct another Quantitative TO-WS for some 
agreed-on date in the future. If forward-looking projections are 
reasonable, then the strategy can be unveiled by determining what 
Actions will get us from the current date to the future date.

3.	 To support change management, you could also conduct Quantitative 
TO-WS at varying levels within the organization. Contrasting the 
Current Situation at the C-suite, director, and supervisory levels 
provides interesting and compelling evidence as to what Actions need 
to occur that will get us from where we are to where we would like to 
be in the future.

TIMING
The Quantitative TO-WS Analysis Agenda Step takes from a few hours to a 
couple of days to complete, depending on the level in the holarchy being facili-
tated. To maintain cadence, limit the scoring grid to the top six of each category 
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Responsiveness
Resourcefulness

Flexibility
Reputation

Infrastructure
Ethics

Strengths Subtotals
Operations

Accountability
Targeting

Communications
Product

Costs
Weaknesses Subtotals

Totals

11 20 7 3 5 20 66 0 11 6 3 10 27 57 123
20 5 0 5 12 13 55 0 13 11 11 12 7 54 109
9 3 13 2 11 13 51 11 20 8 1 2 10 52 103

15 23 3 0 8 2 51 0 2 5 13 6 1 27 78
0 1 11 1 0 1 14 8 7 10 0 2 4 31 45
0 19 0 0 12 1 32 0 0 0 2 5 0 7 39

55 71 34 11 48 50 269 19 53 40 30 37 49 228 497
5 2 10 13 3 0 33 13 8 5 0 1 8 35 68
3 3 5 14 6 6 37 7 0 12 12 10 8 49 86
4 6 2 5 6 7 30 8 18 14 21 0 0 61 91
2 3 5 1 4 13 28 10 7 10 4 9 27 67 95
8 4 11 26 9 18 76 20 13 9 20 16 3 81 157

22 10 32 29 23 5 121 22 0 9 12 26 4 73 194
44 28 65 88 51 49 325 80 46 59 69 62 50 366 691
99 99 99 99 99 99 594 99 99 99 99 99 99 594 1188

Figure 6.4. Illustrative 11-Person TO-WS Worksheet
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3.	 (27) “Customers value our responsiveness, and we could do an even 
better job by installing a new Radio Frequency Identification (RFID) 
Warehouse Management System (WMS).”

4.	 And so on!

Actions Tool
Using the law of large numbers, participants convert numerical scores from 
their Quantitative TO-WS Analysis into the what (needs to be done) portion of 
any plan.

PROCEDURE
•	 Using their Quantitative TO-WS Analysis (have participants convert 

their numeric values into narrative Actions (what).

•	 Initially write down candidate Actions without discussion—for exam-
ple, “retire long-term debt” or “open up an office in China.” Apply the 
logic of Brainstorming (chapter 6), and do not allow discussion or 
additional details until the initial listing is complete.

•	 Now return to the list and fully define each Action—considering Key 
Measures (chapter 6) and SMART standards—for example, “retire 
100 percent of 20  issued Senior Unsecured Class B Convertible 
Bonds by July 1, 20 ”; or “rappel up the northern face of the 
mountain to be at 5,000 meters protected in our tents when the storm 
erupts at 4:00 UDT.”
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Figure 6.5. Highlighted TO-WS Worksheet
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that they will indeed reach the Key Measures (specified to ensure reaching 
the Vision), move on to Roles and Responsibilities (chapter 6). Remember your 
analogy, and move the agenda indicator for a smooth transition.

Alignment Tool
Alignment compares your options to your decision criteria. For our purposes, 
in what follows, the Actions (chapter 6) represent options, and the Measures 
(chapter 6) represent decision criteria. Normally, building consensus around 
Alignment can be challenging, especially relying on narrative analysis. Here, 
PowerBall icons (figure 6.6) are appropriate and powerful.

PROCEDURE
Proposed Actions (options) are aligned against Key Measures (criteria):

•	 Create a matrix of the Actions and the Measures.

•	 Analyze the matrix, cell by cell, but always be precise when asking the 
open-ended question “To what extent does X (Action—option or 
strategy) support Y (Measure—target, goal, or objective)?”

•	 Having defined PowerBalls (preferably with a wall-mounted or media-
projected legend), label each cell with either a high, low, or moderate 
PowerBall symbol, indicating the extent to which the Action supports 
the Measure.

•	 After the grid is filled, look at each column, one at a time, and use 
the following verbatim for each Key Measure: “Do we have enough 
Actions going on to ensure we will reach or exceed Key Measure 

?”

•	 Ask the group to confirm completeness. Add any missing Actions or 
modify as required (for example, change or calibrate an Action).

Table 6.4. Illustrative Alignment

Criteria / Strategy Profit Revenue
Customer 
Satisfaction  . . .

Retire debt ~~~

Office in China ~~~

RFID WMS ~~~

. . . ​ ~~~ ~~~ ~~~ ~~~
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•	 If there is any uncertainty, consider adding a new Action. To identify 
the next best available Action, return to your Quantitative TO-WS 
Analysis (chapter 6).

NOTE: Each Action must support at least one Key Measure. Each Key 
Measure must have sufficient Actions to enable success.

ALIGNMENT INTERPRETATION
We learn from the Alignment matrix (in table 6.5) that the mentoring strategy 
(option) will have the greatest impact supporting the goals (criteria). Facility 
expansion has the least impact. We also see that the expansion criterion is re-
ceiving the greatest support, while the confidence criterion is receiving the 
least support. The impact of marketing and fundraising is comparable while 
the support behind the knowledge and leadership goals is also comparable.

If confidence was our most important goal, we would need to add an 
additional strategy. If expansion is not that important, we would kill 
the infrastructure strategy and redeploy the financial resources to 
more important strategies.

9. Responsibility Matrix (Who Does What by When?)
Define the roles and responsibilities for any project, plan, or group using a Re-
sponsibility Matrix.

High “pay any price”

“willing to pay
a reasonable

amount”

“want it—but not
willing to pay extra”Low

Moderate

PowerBalls

Figure 6.6. PowerBalls
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RASI—RESPONSIBLE, AUTHORIZES, SUPPORTS, INFORMED
In the Responsibility Matrix, you develop assignments for making the Actions 
(chapter 6) come to life. Remember, begin by importing the Actions confirmed 
in the prior Agenda Step along with the business units, departments, functions, 
roles, or titles to be represented during the session.

NOTE: Avoid using participants’ names or making assignments to 
some person or position not in attendance or being represented. Rather, 
assign to business units, organizations, departments, or positions. If an 
individual departs or is reassigned, that person’s replacement will in-
herit the assignments.

Some organizations use a C for Consults instead of an S. Because 
“consults” can be a nebulous term (contronym), avoid using it. With 
Consult, it is never clear whether I am giving them something or they 
are giving me something. If both, then the code should be an “S,” because 
Supporters both give and receive.

DELIVERABLE
RASI completes the plan by assigning “who does what, by when” and devel-
ops consensual understanding about each participant’s Roles and Responsi-
bilities.

PROCEDURE
Use the Roles and Responsibilities Tool that follows.

Table 6.5. Alignment Illustration

Goal/
Strategy Confidence Leadership Relations Knowledge Expansion

Mentoring, 
community 
involvement

Community 
awareness, 
marketing

Fundraising

Facility 
expansion, 
infrastructure

501-96810_ch01_4P.indd   169501-96810_ch01_4P.indd   169 07/06/21   8:15 AM07/06/21   8:15 AM



170	 Meetings That Get Results

-1—
0—

+1—

CLOSURE
The Responsibility Matrix ensures that we leave the meeting with our deliver-
able, consensual understanding about who does what. The assignments provide 
confidence that the plan the group developed will be implemented. Remember 
your analogy, and move the agenda indicator for a smooth transition.

Roles and Responsibilities Tool

PROCEDURE
Build the following matrix at any level of the holarchy. Your what (Actions, 
chapter 6) or assignments may take the form of different terms including strat-
egies, initiatives, programs, projects, activities, or tasks (see figure 6.7).

As you increase the resolution from the abstract (for example, strategy) to 
the concrete (for example, task), expect to increase the resolution of the role or 
title of the responsible party. For example, strategies may get assigned to busi-
ness units, while tasks get assigned to individual roles such as business analyst 
or product owner.

The who dimension might include business units, departments, roles, or 
people but must be consistent across the board and match closely to the appro-
priate level of responsibility for the nature of what needs to be done. For each 
Action item, define one of five areas of support:

•	 R = Responsible—is held responsible for successful completion—should 
be one and only one

•	 A = Authorizes—pays for the assignment—could be more than one

•	 S = Supports—assists in completing the assignment—could be many

•	 I = Informed—is kept informed of the progress or results—could be many

•	 Blank—if irrelevant, simply leave it blank

Retire Debt

etc.

Finance

In the example, the A in RASI is the Board of Directors. They will authorize all the strategies.

R I

Office in China RS S I

RFID WMS S R

Distribution Marketing Human
Resources etc.WHO/WHAT

Figure 6.7. Basic Roles and Responsibilities Illustration

501-96810_ch01_4P.indd   170501-96810_ch01_4P.indd   170 07/06/21   8:15 AM07/06/21   8:15 AM



172	 Meetings That Get Results

-1—
0—

+1—

estimated to be consumed (FTP). Allow subject matter experts a range 
of freedom, such as plus or minus 50 or even 100 percent. Each cell 
captures an estimate, not a budget.

Here are some, but not all, real-life variations of the Responsibility Matrix 
being used today:

•	 AERI (Endorsement)

•	 ALRIC

•	 ARCI

•	 CAIRO

•	 CARS (Communicate, Approve, Responsible, and Support)

•	 DACI (Driver, Approver, Consulted, and Informed)

•	 DRACI (Drives)

•	 DRAM (Deliverables Review and Approval Matrix)

•	 LACTI (Lead, Tasked)

•	 PACSI (Performed, Accountable, Control, Suggested, and Informed)

•	 PARIS

•	 RACI (Responsible, Accountable, Consult, Informed)

WHO/WHAT

R

R

Money $$

FTPDue Date

R

RI

I

S S

S

Retire Debt

Office in China

RFID WMS

etc.

Finance Distribution Marketing Human
Resources etc.

Figure 6.8. Enhanced Roles and Responsibilities Illustration
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NOTE: Personal plans and decisions (such as purchasing a new shirt or 
blouse) are both simpler and more concrete than business plans and 
decisions (such as launching a new product) that are more complex and 
abstract. However, both require the same three components to test for 
decision quality.

Two Scenarios

SCENARIO 1: NEW CLOTHING
Suppose you are making an individual decision, let’s say some type of clothing, 
although it doesn’t really matter because any decision-making requires all 
three components: purpose of the object, options, and criteria.

Deliverable
A decision about some object (for example, a shirt or blouse to buy).

Procedure
Although it happens so quickly as to be transparent to you, even for simple 
purchases, your mind will hastily consider purpose, options, and criteria. 
Therefore, to build consensual decisions around straightforward business deci-
sions, use the seven Agenda Steps provided.

SCENARIO 2: RETIREMENT GIFT
Suppose you are asked by your leader to conduct a meeting and make a deci-
sion about what gift should be given to a valuable individual who is retiring. 
Since the example is both concrete (physical) and straightforward, the same 
Basic Agenda below works perfectly.

Availability Brand Price Size Style

Availability Brand Price Size Style
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2.5
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0

Figure 7.1. Large-Scale Sparklines of Shirt Profiles
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Complicated Criteria: Use Decision Matrix or Weighted Scorecard
When the basic PowerBalls Tool is insufficient alone, particularly when there 
are dozens of Decision Criteria or many of the criteria can be assigned quanti-
tative values, consider the Decision Matrix or Scorecard Tool.

Complicated Criteria: Use X-Y Decision Matrix
Whether we take the time to build a comprehensive Decision Matrix (chap-
ter 7) or not, decisions could be arrayed on a single sheet or slide that compares 
each option with each criterion. We can use the PowerBall Tool to ascertain the 
degree of impact each Option provides against each criterion. When you have 
spent most of your time in a management meeting on one slide in your deck, 
the Decision Matrix is that slide.

Complicated Criteria: Use Weighted Scorecard
The Scorecard Tool (chapter 7) may be an entire meeting by itself. It may also fail 
to yield “the decision.” However, it builds solid consensus around what not to 
select. By eliminating some of the options, your group can focus on the best op-
tions by appealing to some of the subjective criteria (for example, “strategic fit”) 
or even taking a “test drive.” Information technology groups isolate the best can-
didates to test, avoiding the time and expense of testing marginal options. As if 
you were purchasing a new vehicle, the Scorecard Tool helps generate the top 
three to five candidates that you might want to test drive further, without being 
required to drive dozens of vehicles (or middleware applications).

• Perceptual
 Mapping
• X-Y Matrix

• PowerBalls

• Quantitative
 TO-WS

• Scorecard
 (Options
 Analysis)

Simple and
Quantitative

Complex
and

Quantitative

Complex
and

Qualitative

Simple and
Qualitative

Figure 7.2. Prioritization Tools
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Matrix forces them to share their logic, en-
abling your team to become more consis-
tent with their subsequent decisions by 
basing them on the updated or refreshed 
rationale from the executives.

Scorecard Tool

COMPLICATED DECISIONS
Criteria are used to evaluate lists of ideas or 

options and may be used to prioritize lists or select one or two items from a list. 
Robust criteria are difficult to develop. The depth of criteria makes the difference 
between a high-quality decision and a questionable one.

WEIGHTED CRITERIA
A criterion provides a factor against which you can objectively assess options. 
For example, in buying an automobile, one would look at criteria such as air-
conditioning, city gas mileage, heated seats, and styling. Each needs to be consid-
ered. A criterion is most effective when it is well defined and a clear, objective set 
of numeric values can be determined.

Criteria may be drafted ahead of time or developed in the meeting. If 
drafted ahead of time, list those criteria and check with the group to ensure 
that participants understand the criteria clearly.

There are three tests (scrubbing) for advancing consensus:

1.	 First, do participants understand the criteria? (validity)

2.	 Can participants support the criteria? (relevancy)

3.	 Which substantive criteria are missing? (omissions)

Table 7.1. Decision Matrix: Which Sports to Target?

Criteria/Sports 
Examples

Sweat  
(Dehydration)

Participant 
Growth

Online 
Audience etc.

Curling

Basketball

Tennis

etc.

—Albert Einstein
Not everything that 
can be counted counts, 
and not everything 
that counts can be 
counted.
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•	 Sum all the criterion scores for each option. Display the results with 
the options force-ranked from highest to lowest scores, on a flip chart, 
handout, or screen.

•	 Ask the group to review the list. If participants feel compelled to alter 
or modify the results, have them justify the changes and document 
their reasons.

•	 Look for a natural separation (such as a line break) between the highest 
and lowest scoring groups. The lowest-scoring options should no longer 
be mentioned; they should be eliminated. Keep the conversation focused 
on the group with the highest scores, such as the top three to five options.

•	 I frequently stop here because we have painstakingly determined the 
absolute best options and can now conduct a test drive or go off-line to 
conduct further research on the limited few remaining options.

•	 If needed (no decision has been made yet) use the remaining desired 
and fuzzy criteria by taking the remaining options (the top three to 
five) and appealing to the most important desired and fuzzy criteria to 
guide a final decision (such as picking a stylish vehicle).

•	 Prioritize these criteria as high, medium, or low using PowerBalls 
(chapter 7), and compare the remaining options to the most important 

Solution:

Criterion:

Performance: Weight: Score:

1 2 3 4 5 1 2 3 4 56 7 8 9 10 Times

Criterion:

Performance: Weight: Score:

1 2 3 4 5 1 2 3 4 56 7 8 9 10 Times

Criterion:

Performance: Weight: Score:

1 2 3 4 5 1 2 3 4 56 7 8 9 10 Times

Criterion:

Performance:

COMMENTS:
TOTAL SCORE:

Weight: Score:

1 2 3 4 5 1 2 3 4 56 7 8 9 10 Times

Figure 7.3. Blank Scoring Sheet
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NOTE: For the matrix in figure 7.5, consider substituting “probability 
of success” for “implementation,” resulting in four new categories: 
“Quick Wins,” “Tried and True,” “Wild and Crazy,” and “Hail Mary 
Passes” (clockwise).

PROCEDURE 2
You can facilitate any custom Perceptual Map by doing the following:

•	 Identify the primary criteria that affect the decision or situation.

Major Opportunity Special Effort

Quick Win Time Waster

Payoff Matrix

Implementation of Solution

Easy

High

Low

Hard

Im
pa

ct
 o

f S
ol

ut
io

n

Figure 7.4. Payoff Matrix

0%

20%

40%

60%

80%

100%

Extremely
Dissatisfied

Somewhat
Dissatisfied

Slightly
Dissatisfied

Satisfied

Lo
ya

lty
 (R

et
en

tio
n)

Customer Satisfaction

Ignorance Zone of Affection

Zone of Defection Indifference

Customer
Loyalty

Apostle

Terrorist

Figure 7.5. Customer Loyalty Matrix
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questions. Neither I nor George Day can tell you how to modify the basic ques-
tions listed here, so first understand their intent and then determine what modifi-
cations you need to make an informed decision during each of the three phases.

PHASE 1: TO WHAT EXTENT IS THE OPPORTUNITY REAL?
Consider two critical vectors.10 Assess the feasibility of the product, service, 
or solution and the extent to which it is attractive (for example, to internal or 
external customers). Assess these vectors by exploring the dimensions they 
represent. Eight representative questions (dimensions) are provided in the il-
lustration in figure 7.7. Rarely should the questions be posed as close-ended. 
Rather, by exploring the extent to which they apply, you will assess actual 
values across each dimension. Your most attractive options score higher rela-
tive to others.

TO WHAT EXTENT CAN WE WIN COMPARED WITH 
COMPETITIVE OPTIONS?
After determining the extent to which your customer demand and solution are 
both real, next assess your ability to succeed against competitive options. Ac-
cording to Day,

10 A “vector” is the aggregate of multiple dimensions, with each dimension representing a 
range of potential values.

5

4

3

2

1

1 2 3
Power

In
te

re
st

Ignore

Priority

Warm

Spot

4 5

Figure 7.6. Stakeholder Power-Interest Matrix
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1.1. What is the need, want,
or problem to solve? 2.1. What is the idea, concept, or solution

that addresses the identified need?

2.2. To what extent do we have the
technology and expertise to make it?

(technical risk)

2.3. To what extent do we have the
manufacturing or delivery capacity to

provide it? (manufacturing risk)

2.4. How likely can we make the product
within the defined market window?

(timing risk)

2.5. To what extent will the product fit the
customer’s processes? (commercial risk)

4.1. To what extent does it leverage our
core technology or build on an existing

platform? (investment risk)

4.2. To what extent do we have a path to
market and business model to be

successful? (market share risk)

4.3. To what extent do we have the
experience, skills, and human resources

to be successful? (project risk)

1.2. Who are the identifiable
customer(s) willing to buy?

1.3. How attrctive is the
market potential?

MARKET
ATTRACTIVENESS

Technical
Feasibility

REAL

3.1. To what extent can our
solution compete on design

or performance features?

3.2. To what extent does the
product complement or enhance

an existing product offering?
(product cannibalization risk)

3.3. To what extent does our
price meet customer

expectations? (pricing risk)

Product
Advantage

Synergies w.
Core

Competencies

WIN

6.1. Where are the capital requirements?
(financial risk)

6.2. What are the full-time equivalent
requirements? (human capital risk)

6.3. What is the range for projected annual
sales in year five?

6.4. What is the range for projected size of
return in ten years? (net present value or NPV)

6.5. To what extent do we have confidence
in the opportunity? (forecast risk)

5.1. How well is this opportunity
aligned with the strategic plan for

our organization?

5.2. To what extent does this
opportunity open the door to

new business in the future?
(strategic leverage)

5.3. To what extent are there
overriding factors? (E.g., affordability,

can’t afford NOT to do if?)

Risk /
Reward

WORTH

Strategic
Fit

Figure 7.7. Real > Win > Worth Questions
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Real > Win > Worth Potential Questions and Scoring Continuums

Criterion/Weight 0 (Uncertain?) 1 3 9

R
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l

M
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s
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e 
M
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t R
ea

l?
1.1. What is the need, want,  
or problem to solve?

Unknown or no  
apparent need.

Not clear or not well defined need/
want/problem to solve or market 
development required.

Clearly defined and 
identifiable need/want/
problem to solve.

Need/want/problem is clear 
and is a validated by a 
customer or market.

1.2. Who are the identifiable 
customer(s) willing to buy?

No interest or no known 
fit with a customer or a 
market segment.

Anecdotal customer(s) interest  
in buying the product/solution

Well-defined customer(s) 
interest in buying the 
product/solution

Well-defined interest and 
urgency in buying the 
product/solution

1.3. How attractive is the 
market potential?

Market Potential <$4MM Market Potential <$8MM Market Potential <$20MM Market Potential >$20MM

Te
ch

ni
ca

l F
ea

si
bi

lit
y

Is
 th

e 
Pr

od
uc

t R
ea

l?
 

2.1. What is the idea, concept, 
or solution that addresses  
the identified need?

Solution is not evident or 
no idea or concept 
currently exists that 
addresses the need.

Early ideas or concepts exist that 
address the need.

Several potential alterna-
tives have been identified to 
solve the need.

At least one clear solution to 
the need has been identified.

2.2. To what extent do we have 
the technology and expertise 
to make it? (technical risk)

New Technology or 
Invention is required.

Major development is required  
(reformulation, etc.).

Minor development is 
required  
(liner, thickness, color).

No development required.

2.3. To what extent do we  
have the manufacturing or 
delivery capacity to provide it? 
(manufacturing risk)

New Manufacturing 
Process or Capability 
needed.

Major modification needed  
(equipment upgrades).

Minor modification needed  
(process settings, etc.).

Need can be filled with 
existing capability.

2.4. How likely can we make 
the product within the defined 
market window? (timing risk)

Not possible to meet 
market window.

Low probability in meeting  
market window.

Moderate probability of 
meeting market window.

High probability of meeting 
market window.

2.5. To what extent will the 
product fit the customer’s 
processes? (commercial risk)

New customer  
manufacturing  
process(es) required.

Major manufacturing process 
modification(s) required.

Minor manufacturing 
process modification(s) 
required.

No changes required in 
customer manufacturing 
process(es).
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3.1. To what extent can our 
solution compete on design  
or performance features?

Has many attributes inferior 
to competition with key 
customer requirements.

Is equal to but is sometimes 
inferior to competition with key 
customer requirements.

Is equal to and sometimes 
exceeds competition with 
key customer requirements.

Clearly exceeds  
competition with key 
customer requirements.

3.2. To what extent does  
the product complement  
or enhance an existing  
product offering? (product 
cannibalization risk)

No expected enhancement 
to product, customer, or 
market position.

Enhances product position  
at a specific customer only.

Enhances specific market 
and product position only.

Enhances specific market 
position and overall  
product portfolio.

3.3. To what extent does our 
price meet customer expecta-
tions? (pricing risk)

Price has not been validated. Price has been validated  
by internal sources only  
(e.g., sales rep).

Price has been validated by 
at least one customer.

Price has been validated by 
customers representative of 
market segment.

Sy
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s w
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e 

C
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 C

om
pe
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4.1. To what extent does it 
leverage our core technology 
or build on an existing 
platform? (investment risk)

Leverages none of core 
technology platforms and 
technical strengths.

Leverages an insignificant level  
of core technology platforms  
and technical strengths.

Leverages some level of core 
technology platforms and 
technical strengths.

Leverages a significant level 
of core technology 
platforms and technical 
strengths.

4.2. To what extent do we have 
a path to market and business 
model to be successful? 
(market share risk)

No path to market/new 
market/no business model

Elements missing from path to 
market/business model/new 
customer(s) within existing 
market

Existing path to market, 
existing business model, 
expanded offering to 
current customer(s)

Existing path to market, 
existing business model, 
replacement product for 
current customer(s)

4.3. To what extent do we have 
the experience, skills, and 
human resources to be 
successful? (project risk)

No existing FTE resources 
available for project.

Major FTE resource additions  
or skill set improvements are 
required.

Minor FTE resource 
additions or skill set 
improvements are required.

Current FTE resources and 
skill sets meet requirements.

(continued)
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Real > Win > Worth Potential Questions and Scoring Continuums

Criterion/Weight 0 (Uncertain?) 1 3 9
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5.1. How well is this opportunity  
aligned with the strategic plan for  
our organization?

Business opportunity does 
not align with existing 
strategic objectives.

Business opportunity is 
partially aligned with 
strategic objectives.

Business opportunity is 
closely aligned with 
strategic objectives.

Business opportunity is well 
aligned and is a “must do” 
to meet strategic objectives.

5.2. To what extent does this opportunity 
open the door to new business in the 
future? (strategic leverage)

No other business 
opportunities expected 
outside of this specific 
offering.

Opportunity may be 
leveraged in more than 
one customer application.

Opportunity may be 
leveraged in several 
customer applications.

Significant opportunity  
to become a leveraged 
platform within  
organization.

5.3. To what extent are there overriding 
factors? (e.g., affordability, can’t afford 
NOT to do it?)

No overriding factors. Small overriding factors. Strong overriding factors. Strategic overriding factor.

R
is

k/
R

ew
ar

d

Is
 It

 P
ro

fit
ab

le
?

6.1. What are the capital requirements? 
(financial risk)

Very Large  
(>$370K)

Large  
($37K–$370K)

Moderate  
($1.5K–37K)

Minor  
(<$1.5K)

6.2. What are the full-time equivalent 
requirements? (human capital risk)  
(financial risk)

Very Large  
(> $390K per year)

Large  
($260K–$390K per year)

Moderate  
($65K–260K per year)

Minor  
(<$65K per year)

6.3. What is the range for projected 
annual sales in year five?

<$1MM $1MM–2MM $2MM–4MM <$4MM

6.4. What is the projected range for rate 
of return on capital invested?

(First Full Year)  
GM < 40%

(First Full Year)  
GM = 40%–55%

(First Full Year)  
GM = 55%–70%

(First Full Year)  
GM >70%

6.5. What is the range for projected  
size of return in ten years?  
(net present value or NPV)

(Ten Year)  
NPV < $0

(Ten Year)  
NPV $1K to $800M

(Ten Year)  
NPV $801K to $3,900K

(Ten Year)  
NPV >$3,900K

6.6. To what extent do we have confidence 
in the opportunity? (forecast risk)

Largely not validated  
(Confidence <30%)

Validated  
(Confidence >30%)

Validated  
(Confidence >60%)

Validated  
(Confidence >90%)

Figure 7.8. Real > Win > Worth Detailed
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Figure 7.9. Six Vectors of Decision Quality Spider Chart
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PROCEDURE
Creativity allows each team to draw many illustrative answers to one specific 
question or provide many solutions for one specific scenario (figure 8.1). For 
complex topics, Creativity frequently takes less time than getting participants 
to write down narrative descriptions.

•	 Use Breakout Teams (chapter 6). Plan how you want to blend them.

•	 Provide a time limit, flip chart paper (or Mural or Miro), and colored 
markers.

•	 When finished, have each team present their drawings. Use Bookend 
Rhetoric (chapter 7) for quickly identifying commonalities or items 
that may be extremely unique. Keep drawings mounted. Do not mark 
on them.

•	 Separately, document participants’ narrative explanations. Get feedback 
and confirm that your narrative reflections are accurate and complete.

When you use Creativity early during your session, mount participants’ 
output as wallpaper and they will refer to it during the session. Since teams, not 
individuals, create the output, you provide timid participants with permission 
to speak freely by enabling them to speak about what their team created.

VISION EXPRESSIONS

•	 Draw a picture of how the organization looks today.

•	 Draw a picture of how you would like the organization to look.

•	 Draw your vision of where you are going with the business.

NOTE: You can use one or more of the prompts listed here or use your 
own. If you have the teams draw pictures of both today and the future, 
you empower them with the ability to compare and contrast.

Figure 8.1. Creativity Tool Example
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the totals for an overall look, to the extent that the total for support factors may 
or may not exceed the total for hindrances being faced.

When building responses, begin with actions to oppose the hindrances. 
Time permitting, look at additional actions that improve leverage for the sup-
port factors.

NOTE: My experience has shown that some hindrances require fur-
ther Definition (chapter 6), some may be combined, and some forces 
may be so complex as to require Root Cause Analysis (chapter 8).

RIFFS AND VARIATIONS
By scoring the power or impact of the forces, with scaling from 1 through 5, 
you can graphically allow for the length or width of the arrows to indicate the 
relative weight of the supporting and hindering forces, as in figure 8.2.

4. Symptoms

PROCEDURE
What does your deliverable from this Agenda Step look like? To us, it looks like 
a list—and I am not a fan of lists. More important, what are you going to do 
with this list, and what questions need to be asked to convert this list of symp-
toms into an understanding of potential causes?

FORTIFICATION
Change the way participants look at the problem by changing Perspectives 
(next section) to identify symptoms they may have missed. The Thinking Hats 
Tool (chapter 8) provides additional perspectives on the situation.

NOTE: Identify the potential symptoms that make it easy to character-
ize or confirm the problem or issue. Consider symptoms to be “exter-
nally identifiable factors” that can be seen and observed objectively, 
such as “tardiness.” Some symptoms were captured during a descrip-
tion of the problem, but certainly not all of them.

Hindering Force #1 Supporting Force #1

Hindering Force #2 Supporting Force #2

Hindering Forces Supporting Forces

Hindering Force #3 Supporting Force #3

Figure 8.2. Force Field Analysis
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•	 Green Hat (creativity):

–	 Associated with creativity, energy, fertility, growth, and innovative 
ideas; contrary to the Black and Blue Hats

•	 Red Hat (emotional):

–	 The intuitive view, feeling, “gut,” and hunches; contrary to the 
White and Blue Hats

•	 Royal Hat (ownership):

–	 Committed and invested, subjectively seeking objectivity

•	 Yellow Hat (risk begone)

–	 The logical positive, hopeful, optimistic, sunny, and positive; con-
trary to the Black Hat

•	 White Hat (neutral objectivity):

–	 Neutral and objective, concerned with data, facts, figures, and 
information (evidence-based); contrary to the Green and Red Hats

Assign a hat (perspective) to Breakout Teams (chapter  6), the entire 
group, or each person, and then rotate the hats to encourage more ideas. 
Some claim better results from insisting that everyone wear the same color 

FACTS

White Hat:
(Neutral

Objectivity)

Neutral and
objective,

concerned with
data, facts,

figures, and
information.

EMOTION BENEFIT IDEAS

SIX THINKING HATS + ONE

PLANNING JUDGMENT INVESTED

Red Hat:
(The Emotional

View)

The intuitive
view, hunches,

“gut,” and
feeling.

Yellow Hat:
(Logical Positive)

Optimistic,
sunny, and

positive,
covers hope.

Green Hat:
(Creativity)

Associated with
energy, fertility,

growth,
creativity,

and new ideas.
Switches around

the normal
superiority

of the black hat.

Blue Hat:
(Process Control)

The organizing
hat (start and

finish); controls
the use of

the other hats.

Black Hat:
(The Logical

Negative)

Careful and
 cautious, the

“judgment” hat.

Royal Hat:
(The Owner)

Committed and
invested.

Subjectively
seeking

objectivity.

Figure 8.3. Six Thinking Hats + One
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3.	 “Fatigue. They are working us 70 hours a week and my eyes always 
look like this when I get four hours of sleep.”

What does your deliverable look like when you are finished identifying 
causes? It looks like another list—since each symptom may have more than one 
probable cause, an even longer list. While there could be some overlap (for ex-
ample, fatigue), after Clarifying (chapter 7) your list, what are you going to do 
with this clean list of causes? You could prioritize, of course, but what questions 
will you ask to convert the most important causes into an actionable plan?

To draft a detailed and actionable plan, the secret is in the specificity of the 
questions you ask. You cannot ask an unstructured, global-hunger question, 
such as “So, what’s the plan?” or “What should we do about it?”

Root Cause Analysis Tool

WHY?
The Ishikawa diagram (also known as a fishbone diagram; see figure 8.4) pro-
vides a systematic way of looking at potential causes or contributing factors of 
undesirable effects and is frequently referred to as a “cause and effect diagram.” 
When you facilitate Root Cause Analysis, the starting illustration resembles the 
skeleton of a fish with large bones (categories—remember my explanation of 
the big X’s) and small bones (specific potential causes within each category—
remember my explanation of the little x’s).

Figure 8.4. Fishbone Diagram
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Innovation Warm-Ups Tool

WHY?
Warm-Ups may be used to set the tone for Brainstorming (chapter 6) or general 
problem-solving meetings. The Warm-Ups Tool helps groups to stimulate 
mind-expanding ideas and conversation, make unusual connections, and ana-
lyze relationships.

Warm-Ups can be conducted individually or with Breakout Teams (chap-
ter 6); the Tool is very friendly to online meeting settings. Be creative and make 
up your own Warm-Ups, striving to select themes related to your meeting de-
liverables or product or project endeavors.

WARM-UPS
Simply give your group some basic commands. Most important, add your own 
objects (“things”) to modify these questions:

•	 Build a process flow diagram for . . .

–	 Washing a dog, mowing the lawn, cutting someone’s hair, and so on

•	 Coin a novel word for a . . .

–	 New soft drink, computer wizard, hyperactive customer, and so on

•	 Describe a . . .

–	 New home on the moon, dessert with unusual ingredients, and so on

Table 8.1. Solution Stack (also known as Headache)

Timing / 
Persona

Before Burnout 
(preventative 
solutions)

During Burnout 
(mitigating 
solutions)

After Burnout 
(curative  
solutions)

Management • �List of causes A, B, 
C, and so on

• �List of causes A, B, 
C, and so on

• �List of causes A, 
B, C, and so on

• �Ideate preventions 
(1, 2, and so on)

• �Ideate mitigations 
(11, 12, and so on)

• �Ideate cures (21, 
22, and so on)

Cybersecurity 
employee

• �List of causes A, B, 
C, and so on

• �List of causes A, B, 
C, and so on

• �List of causes A, 
B, C, and so on

• �Ideate preventions 
(5, 6, and so on)

• �Ideate mitigations 
(15, 16, and so on)

• �Ideate cures (25, 
26, and so on)

Contractors • �List of causes A, B, 
C, and so on

• �List of causes A, B, 
C, and so on

• �List of causes A, 
B, C, and so on

• �Ideate preventions 
(7, 8, and so on)

• �Ideate mitigations 
(17 18, and so on)

• �Ideate mitigations 
(27 28, and so on)
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GIVEN THE CHOICE
Organizations justify online meetings to save travel time and money, along 
with reducing some risks associated with travel. While online meetings work 
particularly well for reviewing progress and sharing information, they are not 
optimal for all deliverables. The online platform becomes suboptimal when the 
meeting is a kickoff or attended phase-gate review, when consensus is critical, 
when the issues are contentious, or when the situation involves highly political 
decision-making and trade-offs. Figure 9.1 shows some of the different factors 
that affect the choice of online or in-person meetings.

Online meetings may be helpful when . . .
•	 Conversations are focused and brief

•	 Groups are geographically dispersed, typically intercontinental

•	 Ongoing work teams must continually update one another (for exam-
ple, Daily Scrum, although colocation remains preferred)

•	 Diverse perspectives and rotational contributors are valued

•	 There is no alternative (for example, during a pandemic)
Online meetings are not optimal when . . .
•	 Challenging issues, arguments, or disagreements must be resolved

Dealing with acquaintances

Long, expensive journey

Shorter meeting duration

Information exchange

Issue-oriented discussion

Online Acceptable In Person Preferred

Dealing with strangers

Short travel time

Longer meeting duration

Negotiation exchange

Person-oriented discussion

Figure 9.1. Online Meetings Criteria Preferential
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SCHEDULING
Invest heavily in scheduling and preparation, because you cannot rely on your 
“charisma” when meeting with online participants:

•	 Allow extra time. An hour in an online meeting will never accomplish 
as much as an hour in a face-to-face meeting.

•	 Consider the impact of volume of comments when building the 
agenda. If everyone in a 10-person meeting provides input on a specific 
issue, and comments average two minutes each, you can only complete 
two issues per hour (in addition to your Launch [chapter 5] and Wrap 
[chapter 5]).

•	 Get your tech together. Something will always go wrong, so have a 
backup plan. Consider sending “hand notices” (figure 9.2) to provide 
visual indication of audio challenges. I’ve been frequently thanked for 
sending out the four cards in figure 9.2 in advance to each participant.

•	 Provide a map with thumbnail photographs of your participants 
showing their location and time zone on a map.

•	 Set up appropriate arrangements for accessibility-impaired participants 
(TTY, simultaneous transcriptions, and so on). Apple, Microsoft, and 
others should be commended for pushing the envelope on making 
modern technology available to most everyone.

During Online Meetings

ONLINE SEATING CHARTS
Greet each person as they come online and create an online seating chart. Seat-
ing charts (also known as roll calls) are indispensable and may be used fre-
quently during online meetings. Assign a virtual seat in a circular sequence to 
everyone as they join the meeting. Tell them where they are sitting at your 
imaginary U-shaped table. Encourage them to create a mental picture of the 

Figure 9.2. Sample Artifacts for Online Sessions
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Content Management Tool

WHY?
To develop consensual understanding about the impact of speakers’ presenta
tions, open issues, or otherwise newly obtained or developed information.

Using a slide presentation as an example, it’s common to conduct a question-
and-answer activity when the presenter has completed a presentation. Next, par-
ticipants give the speaker a round of applause and take a break or dismiss. As 
participants, we assume that we all heard the same thing or that our interpreta-
tion will automatically lead to consensual changes and coherent behavior. Such is 
not always the case. In fact, meeting participants may take off in opposite direc-
tions based on their biases, filters, and interpretation of the presented content.

PROCEDURE
The following begins optimally before a speaker’s presentation has begun, by 
suggesting that the listeners should be capturing takeaways (facts or evidence), 
why we should care (implications), and what we may want to do differently that 
will make us more efficient or effective (recommendations) because of the pre
sentation we just sat through.

NOTE: If nothing changes in our world, then the presentation was a 
waste of time. If we’re not sure what changed, we need help or insight. 
If we disagree on what changed, let’s find out now.

Since we’re focused on what the participants will do differently, it’s a clever 
idea to conduct a review activity with a technique that breaks down the “many-to-
many” into uncomplicated logic and more manageable takeaways (see figure 9.3):

1.	 Solicit takeaways such as facts, evidence, or examples newly learned by 
meeting participants. This list provides the what factors.

2.	 For each what factor from step 1 (one at a time), develop consensual 
understanding about the implications and why we care. Strive to 

Takeaway

WHAT WHAT
(for each WHAT)

NOW WHAT
(for each so WHAT)

Fact
Evidence
Example

Implication
Why do we care
Gravity of the 
situation

New behavior
Proposed action
New decision-
making method
Recommendations

Figure 9.3. Content Management Tool
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Intervention Tools

ISSUE BAG (TIME FILLER)
When you need a productive time-filler for a few minutes, turn to your Parking 
Lot (chapter 5) and pick a quick-hit issue the group needs to talk over. By the 
time you are finished, lunch will have arrived. If not, continue with an addi-
tional open item.

PETER AND PAULINE (ANTAGONISTS)
This exercise enables people who do not necessarily like each other to get to 
know each other better. It forces antagonists to stand in each other’s shoes, thus 
reducing the antagonism for a while. This exercise may take 30 minutes or 
more—so plan accordingly:

•	 Pair off into groups of two—especially pair off the antagonists.

•	 Tell one member of each pair to interview the other for five minutes. 
When the timer sounds, reverse the interviewer and interviewee for 
another five minutes. Interviewers could be asking for . . .
–	 Background or special talents

–	 Hobbies and talents

–	 Scars and awards

–	 Successes and fun factors

–	 Other information that is appropriate and revealing
•	 Bring the groups back together.

•	 Tell people to introduce themselves as the person they interviewed.
As the first antagonist makes the other sound like a hero (because they 

want to prove that they are not the cause of any animosity), some people will 
giggle at the flowery remarks. The second antagonist, of course, must go a 
step further and make the first one sound like the best thing since “sliced 
bread.” Now people are laughing. They know the two cannot be serious but 
having put a stake in the ground and publicly praising the other person forces 
them to maintain respect throughout the meeting in order to “save face.”

Table 9.1. Flexibility Matrix

Flexibility Least Moderate Most

Resources (Cost) ✓

Schedule (Time) ✓

Scope (Quality) ✓
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Consider using the “is not—is” procedure (table 9.2) concurrently with re-
sults or output from Categorizing (chapter 6). If not, there are typically similar 
or redundant components that can be eliminated or “chunked” together.

Once the group feels comfortable with how they have categorized what is not 
and what is in scope of the topic at hand, aggregate the inputs into a narrative 
statement. The statement, or brief paragraph, can then be appealed to during the 
project or product life to see whether something new should be included or not. 
Let the group know that the initial statement may be modified later if needed, 
and frequently is, usually to sharpen the edges and make the scope more detailed 
and clearer.

When needed, there is also an “uncertain” option. Most items should be “is 
not” or “is,” but some remain undecided until they are resolved or escalated to 
a sponsor or review board to decide.

Staff Meetings

WHY?
There are good meetings, and there are long meetings, but there aren’t many 
good, long meetings. Based on Agile’s Daily Scrum, this procedure encourages 
self-advancing teams to meet daily, yet briefly. Time-boxed to 15 minutes in 
duration, the Daily Scrum may also be called a morning roll call, daily huddle, 
or a daily stand-up. You can use the following questions to improve your own 
regularly conducted staff meetings, whether you are the leader or a participant.

THE THREE QUESTIONS
Daily Scrum meetings provide team members insight about where each other fo-
cuses their activities. For instance, you may use the trichotomy formula of “yester-
day, today, and tomorrow” to modify the questions listed here for your needs.

The classic three questions (with alternatives) are as follows:

1.	 What did you complete yesterday? (What did I accomplish yesterday?)

2.	 What are you focused on today? (What will I do today?)

Table 9.2. “Is Not—Is” Procedure

Is Not (Out) Is (In) Uncertain

✓ ~~~~~~~~~~~~~~ ✓ ~~~~~~~~~~~~~~ ✓ ~~~~~~~~~~~~~~

✓ ~~~~~~~~~~~~~~ ✓ ~~~~~~~~~~~~~~ ✓ ~~~~~~~~~~~~~~

✓ ~~~~~~~~~~~~~~ ✓ ~~~~~~~~~~~~~~

✓ ~~~~~~~~~~~~~~ ✓ ~~~~~~~~~~~~~~

✓ ~~~~~~~~~~~~~~ ✓ ~~~~~~~~~~~~~~

501-96810_ch01_4P.indd   262501-96810_ch01_4P.indd   262 07/06/21   8:15 AM07/06/21   8:15 AM



—-1
—0
—+1

Appendix

Support and 
Reinforcement

Use the following supplements to understand yourself better. The two most 
important days of your life are the day you were born and the day you figured 
out why. The materials in this 
appendix are intended to shed 
light on why facilitation and 
being facilitative are virtuous, 
to help you understand the 
rules of nature and natural or-
der, and to illuminate servant 
leadership. The golden rule 
variations, including the “sil-
ver rule” version, and the Tao 
Message of Invisibility, are here 
for you to appreciate.

The Meeting Design Steps 
and Agenda Framework are in-
tentionally duplicated here 
(from chapter 5) for your con
venience. An alphabetical list of 
Tools will help you quickly lo-
cate the chapter where you can 
find any Tool when you need it 
for a particular application.

Following these sections, 
the glossary will save you some 
time. Use the bibliography to 
conduct deeper dives into top-
ics that interest you personally.

—�Traits, skills, and 
strengths identified by 
Leonardo da Vinci

• � Curiosita—an insatiable thirst 
for knowledge

• � Dimostrazione—the ability to 
learn from experience

• � Sensazione—the discipline of 
continuing to hone one’s senses

• � Sfumato—the ability to cope 
with ambiguity

• � Arte / scienza—holistic 
thinking

• � Corporalita—what some 
people call sound mind and 
body

• � Connessione—seeing deeply 
into the connection between 
things
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Being of service to others represents the most important effort in life. I 
hope you share that spirit with (as in “inspire”) others.

The Golden (Silver) Rule
This list compiles 13 religions’ versions of the golden rule.1 The servant leader 
we envision understands natural laws, including cause and effect, and karma. 
While religion is a significant driver of past wars and violence, the religious 
founders would not necessarily be supportive of any actions taken without 
compassion for one another. Here is the proof:

Baha’ism
Lay not on any soul a load that you would not wish to be laid upon you, and 
desire not for anyone the things you would not desire for yourself.
—Baháʼu’lláh, Gleanings

Buddhism
Treat not others in ways that you yourself would find hurtful.
—The Buddha, Udana-varga 5.18

Christianity
In everything, do to others as you would have them do to you; for this is the 
law and the prophets.
—Jesus, Matthew 7:12

Confucianism (Silver Rule)
One word which sums up the basis of all good conduct: loving-kindness. Do 
not do to others what you do not want done to yourself.
—Confucius, Analects 15:23

Hinduism
This is the sum of duty: do not do to others what would cause pain if done to 
you.
—Mahabharata 5:1517

Islam
Not one of you truly believes until you wish for others what you wish for your-
self.
—The Prophet Muhammad, Hadith

Jainism
One should treat all creatures in the world as one would like to be treated.
—Mahavira, Sutrakritanga

1 Compiled by the Very Rev. Frederick A. Shade, Communion (Easter 2020), 16.
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Judaism
What is hateful to you, do not do to your neighbour. This is the whole Torah; 
all the rest is commentary.
—Hillel, Talmud, Shabbat 31a

Sikhism
I am a stranger to no one; and no one is a stranger to me. Indeed, I am a friend 
to all.
—Guru Granth Sahib

Taoism
Regard your neighbour’s gain as your own gain, and your neighbour’s loss as 
your own loss.
—Lao Tzu, T’ai Shang Kan Ying P’ien

Unitarianism
We affirm and promote respect for the interdependent web of all existence of 
which we are a part.
—Unitarian principle

Zoroastrianism
Do not do unto others whatever is injurious to yourself.
—Shayast-na-Shayast, 13.29

The Tao of Facilitation
A servant leader can remain invisible. I would suggest that some of the fairest, 
kindest, and genuinely “good” people that you ever met, went unnoticed. You 
never knew what they were doing for the good of others, quietly in the back-
ground. The following verses are excerpted from Dr.  Wayne Dyer’s book 
Change Your Thoughts—Change Your Life, Living the Wisdom of the Tao 
(2007).

10th Verse
Can you love your people
and govern your domain
without self-importance? . . .
 . . . ​working, yet not taking credit;
leading without controlling or dominating?

17th Verse
With the greatest leader above them,
people barely know one exists . . .
 . . . ​The great leader speaks little,
He never speaks carelessly.
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He works without self-interest
and leaves no trace.
When all is finished, the people say,
“We did it ourselves.”

27th Verse
A knower of the truth
travels without leaving a trace,
speaks without causing harm,
gives without keeping an account . . .

. . . ​Be wise and help all being impartially,
abandoning none.
Waste no opportunities.
This is called following the light.
What is a good man but a bad man’s teacher?
What is a bad man but a good man’s job? . . .
 . . . ​This is the great secret.

Quick Reference: Nine Activities for Your Meeting Design Solutions
Use the following guideline for every significant meeting you lead.

1.	 Codify the purpose and scope of the meeting: What project or prod-
uct are you supporting? Stipulate what it is worth in currency and FTP: 
Why is it important? How much is at risk if we fail?

2.	 Articulate the deliverables: What is the specific content that repre-
sents the output of the meeting and satisfies what DONE looks like? 
What is my analogy for explaining it? Who will use it after the 
meeting?

3.	 Identify known and unknown information: What is already known 
about the organization, business unit, department, program, product, 
or project? What information is needed to fill the gaps?

4.	 Draft Basic Agenda Steps: Compose a series of steps from experi-
ence or other proven approaches that would be used by experts to 
build the plan, make the decision, solve the problem, or develop the 
information and consensus necessary to complete the deliverable and 
get DONE.

5.	 Review Basic Agenda for logical flow: walk through the Agenda Steps 
with others to confirm that they will produce the desired results. Link 
your analogy to each of the Agenda Steps. Rehearse your explanation 
of the white space.
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6. Identify meeting participants: Determine the optimal subject matter 
expertise you require, the meeting participants who can provide the 
information required, or both.

7. Detail the procedures to capture information required: gather and 
assemble specific questions that need to be addressed, even questions 
for which subject matter experts are seeking answers. Sequence the 
questions optimally. Build your Annotated Agenda including the 
appropriate Tools and activities to produce the information.

8. Perform a walk-through with business experts, executive sponsor, 
project team members, and anyone else who will listen to you (grand
mothers are good for this and you might get a delicious, home-cooked 
meal).

9. Refine: Make changes identified in the walk-through, edit your final 
Annotated Agenda, firm up your artifacts, fill out your glossary, 
complete your slides, distribute your handouts, and rehearse.

Quick Reference: Meeting Design Basic Agenda Framework
Use this Launch and Wrap for every meeting—whether 50 minutes or multiple 
days.

Launch (Introduction) (chapter 5):

1.	 Introduce yourself: stress neutrality, meeting roles, and quantify 
impact.

2.	 State the meeting purpose and get agreement.

3.	 Confirm the meeting scope and get agreement.

4.	 Show the meeting deliverables and get agreement.

5.	 Cover the “administrivia” (for example, safety moment); have the 
attendees introduce themselves.

6.	 Walk through the meeting agenda (preferably using an analogy).

7.	 Explain the Ground Rules (chapter 4), emphasizing duty (fiduciary 
responsibility).

Middle Agenda Steps:
The meeting facilitator has an Annotated Agenda that details activities and pro-
cedures for each Agenda Step:

•	 Agenda Step name

•	 Estimated time for each Agenda Step
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•	 Agenda Step purpose (and analogy)

•	 Procedure for each Agenda Step

•	 Deliverable from each Agenda Step

•	 Graphical support required (such as legends, screens, definitions, and so 
on)

•	 Closure for each Agenda Step (and analogy)

Wrap (Conclusion) (chapter 5):

1. Review the final output and deliverable: Restate or summarize what the 
group did.

2. Open items (Parking Lot): Assign responsibility and detail how the 
group can expect to be updated.

3. Guardian of Change: Determine what group participants agree to tell 
their superiors and other stakeholders about what happened or what 
was accomplished.

4. Continuous improvement: Use Plus/Delta or a more comprehensive 
meeting and facilitator assessment form.

Meeting Design Tools (Alphabetically)
Actions Tool, chapter 6
After-Action Review Tool, chapter 8
Alignment Tool, chapter 6
Assessment Tool, chapter 5
Board and Committee Meetings, chapter 9
Bookend Rhetoric Tool, chapter 7
Brainstorming Tool, chapter 6
Breakout Teams Tool, chapter 6
Breaks Tool, chapter 9
Categorizing Tool, chapter 6
Clarifying Tool, chapter 7
Coat of Arms Tool, chapter 6
Communications Plan Tool, chapter 6
Content Management Tool, chapter 9
Creativity Tool, chapter 8
Decision Matrix Tool, chapter 7
Decision Quality Tool, chapter 7
Definition Tool, chapter 6
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Flexibility Matrix Tool, chapter 9
Force Field Analysis Tool, chapter 8
Icebreakers Tool, chapter 5
Innovation Warm-Ups Tool, chapter 8
Intervention Tools, chapter 9
Open Issues (Parking Lot) Tool, chapter 5
Perceptual Prioritizing Tool, chapter 7
Perspectives Tool, chapter 8
PowerBalls Tool, chapter 7
Purpose Tool, chapter 7
Real-Win-Worth Tool, chapter 7
Roles and Responsibilities Tool, chapter 6
Root Cause Analysis Tool, chapter 8
SCAMPER Tool, chapter 8
Scenarios and Ranges Tool, chapter 8
Scoping or Framing Tool, chapter 9
Scorecard Tool, chapter 7
Staff Meetings, chapter 9
Temporal Shift Tool, chapter 6
Thinking Hats Tool, chapter 8
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