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Facilitating

Definition: 

“To make easier or less difficult; help 
forward (an action, a process, etc.)”
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Process Facilitation

As a primary function, Facilitation coordinates 
meeting mechanics 

1. Sets meetings

2. Captures notes and deliverables

3. Manages stakeholder 
communication 

4. Generates outcome reporting

5. Supports project team coordination 
efforts connected to meetings



Solution Driven Facilitation Generates opportunity to drive outcomes in 
mutually beneficial ways and provides for 
focused deliverables:

1. Provide SME (Internal or External)

2. Set Tone by providing Ground 
Rules, timelines, format, pre-
facilitation information paths

3.Coordinate engagement (Virtual, in-
person, or otherwise)

4. Record process, outcomes, 
deliverables, next steps and 
coordinate negotiation of outstanding 
issues.

5. Finalize agreed to outcome, 
circulate for consensus, memorialize 
and coordinate implementation 
timeline and deliverables.



Identifying Relevant 
Participants

Primary stakeholders are the people or groups that stand to be directly affected, either positively or negatively, by an effort or the actions 
of an agency, institution, or organization. In some cases, there are primary stakeholders on both sides of the equation: a regulation that 
benefits one group may have a negative effect on another. A rent control policy, for example, benefits tenants, but may hurt landlords.

Secondary stakeholders are people or groups that are indirectly affected, either positively or negatively, by an effort or the actions 
of an agency, institution, or organization. A program to reduce domestic violence, for instance, could have a positive effect on 
emergency room personnel by reducing the number of cases they see. It might require more training for police to help them handle 
domestic violence calls in a different way. Both of these groups would be secondary stakeholders.

Key stakeholders, who might belong to either or neither of the first two groups, are those who can have a positive or negative effect 
on an effort, or who are important within or to an organization, agency, or institution engaged in an effort. The director of an 
organization might be an obvious key stakeholder, but so might the line staff – those who work directly with participants – who carry 
out the work of the effort. If they don’t believe in what they’re doing or don’t do it well, it might as well not have begun. Other 
examples of key stakeholders might be funders, elected or appointed government officials, heads of businesses, or clergy and other 
community figures who wield a significant amount of influence.

The University of Kentucky proffers the best distinguishing 
factors on relevant groups: 

Downloaded from the web at: https://ctb.ku.edu/en/table-of-contents/participation/encouraging-involvement/identify-stakeholders/main



Setting 
Objectives 
and 
Identifying 
Priorities

Prioritize Prioritize key “must have” outcomes and utilize them to 
formulate project/program approach

Determine Determine distinct needs vs desired gains

Gain Gain leadership agreement on desired outcome

Define Define Facilitation role (process monitor vs. problem solver)



Managing:
Internal vs External Support

• Leadership will need to determine 
appropriate support engagement, 
factors to consider include:

• Capacity

• Cost

• Neutrality in terms of 
outcome

• Time limitations

• Design agendas in coordination 
with facilitator to manage each 
engagement and address progress 
towards key outcomes



Process Rules

Establish and distribute process information, it is 
critical to set the tone and create a respectful and 

productive environment 

Though agencies often have historical practices on 
how they run meetings leaders are unique in their 
adoption and should regularly revisit structure to 

ensure they are driving towards productivity.

One often overlooked element is participant 
comfort – making sure parking is easy and 

accessible, if an agency cannot provide food or drink 
perhaps it can rely on a partner or multiple partners 
can rotate – if policy dictates that is inappropriate, 
provide area options so that participants know you 

are focused on their comfort.



Process Delivery

Organization is critical and 
based on the type of 
facilitation engagement you 
have asked for the facilitator 
must provide comprehensive 
support for every element of 
the project.

If the facilitator is an SME 
that will also shape 
discussion and formulate or 
influence outcome goals the 
coordination with leadership 
must be rooted in clear 
direction and provide 
identified markers that limit 
the facilitators autonomy in 
moving consensus.

Facilitators tasked with 
process management only 
should be coordinating with 
staff to deliver information 
and outcomes in useable 
formats, prepare rapid 
response and distribution 
structures and provide 
extended support to internal 
teams related to material 
preparation.



Conflict 
Resolution

Groups will have divergent opinions, 
often these can become heated 

debates. It is imperative that the 
agency work with the facilitator to 

pre-design the management of 
disputes so that everyone 

understands how “hot button” items 
will be processed. 

Some examples include:

• “Parking Lot list” or items that we 
will get to as consensus grows

• Priority order processes which 
allow you to do the “easy items” 
first and get them off the table and 
agreed to before moving to the 
hard stuff 

• Setting up small working groups 
with representatives from each 
stakeholder group to produce 
options for the group to consider 
outside of the full meeting process.



Information Capture

Documentation is critical, facilitators are entrusted 
with capturing the ideas discussed in the process and 
translating them into the written outcomes. This 
requires the team to agree on:

1. How information will be gathered.

2. What information will be prioritized and how 
it will be categorized

3. What information will be used to inform 
internal decision making

4. What information will be used for group 
decision making

5. How information will be distributed, 
memorialized and communicated externally



Next Steps:
The Follow-Up

Ensuring the facilitation process clearly captures 
deliverables, data needs, external partner engagement 
and similar supportive steps that advance the project is 

essential.

Some examples of gaps that often impede success include:

1. Failing to get agreement on what the group 
wants/needs to review.

2. Providing too much information making it 
impossible for participants to be fully 
informed between meetings

3. Not providing a reservoir of resources for the 
group to access as needed

4. Creating multiple sources of information 
without coordinating through a single 
communication stream to ensure everyone is 
playing from the same deck



Getting to concurrence on the final 
outcomes and deliverables may be 
the hardest task for a facilitator, but 
it is also the most important. The 
priorities to pay attention to include:

Recommended 
Implementation.

Ensuring the agencies priorities have 
been met in the final body of work 

presented to a Board or Council

Including the voices of each stakeholder 
group represented in the work.

Aligning the outcome to a strategic 
outcome, set of recommendations or 

policy structure that can be acted upon

Making sure that the core, common 
elements and talking points work for all 

stakeholders



Outcome Measurement

Establishing measurements over the life 
of each core component of work as the 

process unfolds will support the eventual 
measurement criteria for review of the 
achievement outcomes. The facilitator 
should be equipped to identify agency 

priority measurements or KPI’s along the 
way to a final product. 

It is important that the measurements 
themselves and the review windows are 
set in alignment with agency protocols 

and public review criteria, and that 
opportunities for adjustments and 

redirection be built into the reporting 
structure so that changes can be made as 

priorities shift over time. 



ABOUT US

We bring decades of experience helping clients in 
diversity management, strategic engagement and 

workforce design.

We encourage our partner organizations to 
prioritize our community’s health and safety and 

remain an available resource.

Should you have any questions or need strategic 
design and implementation support, please feel free 

to contact our team at:
(877) 234-9737 or www.iPartnerships.net

• HELPING OUR PARTNERS Create 

Value Where Disruption Occurs.

• PRIORITIZING Innovation Through 

Collaboration. 

• PROVIDING USEFUL TOOLS AND 

RESOURCES THAT AID IN Solid 

Decision Making And Measureable 

Market Impact. 

• FACILITATING REAL WORLD 

APPROACHES TO THE Future of 

Work. 


