Rhizome guide to

Facilitation team roles and skills
Some of the skills are innate, others are
learnt. All can be improved through practice.
They are covered in five sub-sections, one for
each role.
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This guide focuses on the skills that a
facilitator will need when facilitating and/or
mediating. Which skills are associated with
each team role and a description of each role
are spelled out throughout the guide.
The reasons for this differentiation of role are
that, without a clear understanding between
the members of the team, there is a danger of
three types of misunderstanding:
1. duplication in which two (or more)
team members act to achieve the
same thing - quite often in different
ways - leading to straightforward waste
of effort;
2. contradiction in which two (or more)
team members do things - often to
achieve different ends - which at best
cancel each other out and at worst
lead to seriously negative results;
3. omission in which two (or more) team
members each think that the other is
going to take on the particular task leading to neither doing it.
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The essence of making these roles work,
whether they are all played by one person or
distributed to several, is to be explicit about
them. Facilitators need to develop an instinct
to know which role is required at any one
time, to adopt it without fuss, and to ensure
others know what is going on.

The 5
Facilitation
Roles

T
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Facilitators play at least five roles. The basic
reason for this is that stakeholders in a
meeting, mediation or other process need
different things at different times. Unlike a
judge or an arbitrator, professional mediators
and facilitators have to be positioned and
trained to meet these various needs.

The Monitor

However, whilst the facilitation team can
work on its own, there is no doubt that it will
find it much more effective to operate in
close harmony with the project co-ordination
team. In addition, it is possible that an honest
broker may be involved.
While the skills associated with the project
co-ordination team’s roles are not the direct
concern of the facilitator or mediator, it is
helpful for them to recognise them as a
means of promoting working relationships
which are more effective.

It is most important that the team agrees
explicitly about who is going to do what, and
when.
Facilitation team roles and skills
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The designer
Consensus-building is a designer process.
Rather than using an off-the-shelf format to
address a contentious problem, for example a
public enquiry, a citizen’s jury or statutory
public participation (sometimes described as
consultation), it involves designing precisely
the right process to produce the best possible
solution which is acceptable to all concerned.
The designer is responsible for designing
every aspect of the process from what is
happening at every moment to how it is
happening. The designer cannot, of course,
control everything: but even the uncontrolled
parts of the process should happen at a time
and in a context that are intentional rather
than random. All members of the team are
involved in designing - sometimes all
together and most often in preparation, but
also from time to time during an event.

1. Scheduling
Scheduling is the art of maintaining forward
movement without people feeling they are
being dragooned into doing something do
not want to do, while at the same time
ensuring sufficient momentum is maintained
to keep people involved and excited.

2. Grouping
Getting the right people to any meeting
promotes feelings of being effective and
avoids waste of less involved participants’
time.

3. Aiming/directing
The purpose of design is not to be taken by
surprise: or at least only to be surprised
within acceptable limits. A designed meeting
heads in a more or less pre-determined
direction with a pre-determined purpose,
even if its full products and final outcome are
unpredictable.

4. Programming
Designing is mostly about the specifics of the
facilitator’s ability to decide what should be
done, by whom, and when. However, the
effective, mediator/facilitator recognises that
it is most important to see those decisions in
the context of the project as a whole. This
means taking into account all those activities
that are complementary to the specific task of
conducting the interactive sessions in order
to generate a broad base of support for the
consensus that is developing in the main
group.

Designer
DesignerSkills:
Skills:Scheduling
Scheduling

Being
Beingrealistic
realisticininscheduling
schedulingmeetings.
meetings.ItIttakes
takes

longer
longertotodo
domost
mostthings
thingsthan
thanone
oneever
everexpects,
expects,
especially
if
many
people
have
to
be
especially if many people have to beinformed
informedand
and
encouraged.
encouraged.
Avoiding
Avoidingthe
thescheduling
schedulingofofsomething
somethingthat
thatmay
may
have
to
be
postponed
if
cancelled
unless
have to be postponed if cancelled - unlessititisis
designed
designedasasaacontingency
contingencyplan.
plan.
When
Whenlooking
lookingfor
formeeting
meetingdates,
dates,canvassing
canvassingasas
many
as
possible
choosing
the
one
most
many as possible choosing the one mostwidely
widely
accepted
even
if
it
is
some
time
ahead,
and
accepted even if it is some time ahead, and
confirming
confirmingby
bytelephone
telephoneand
andby
bywriting
writingimmediately.
immediately.
Sending
Sendingreminders
remindersofofscheduled
scheduledmeetings
meetingsten
tendays
days
before.
before.
Not
Notscheduling
schedulingaameeting
meetingififyou
youknow
knowany
any
significant
participants
cannot
attend
unless
significant participants cannot attend unlessthere
thereisis
absolutely
no
alternative.
Even
then,
do
not
schedule
absolutely no alternative. Even then, do not schedule
the
themeeting
meetinguntil
untilyou
youhave
havediscussed
discussedititwith
withthe
thelikely
likely
absentee.
absentee.
Being
Beingaware
awareofofadvantages
advantagesand
anddangers
dangersofof
discipline
created
by
regular
meetings
discipline created by regular meetings(e.g.
(e.g.first
first
Monday
each
month)
easy
diarising’
versus
Monday each month) - easy diarising’ versus
occasionally
occasionallyunnecessary
unnecessarymeetings.
meetings.
Being
Beingaware
awareofofadvantages
advantagesofofflexible
flexiblescheduling
scheduling―
―
effort
supplied
intensively
when
needed.
effort supplied intensively when needed.

Caution:
Caution:The
Thedesire
desiretotomake
makeprogress
progresscan
canlead
leadtoto
an
anintense
intenseprogramme
programmethat
thatleaves
leaveslittle
littletime
timefor
for
representatives
to
talk
properly
to
their
constituents.
representatives to talk properly to their constituents.

Designer
DesignerSkills:
Skills:Grouping
Grouping
Recognising
Recognisingthe
theneeds
needsofofindividual
individualparticipants
participants
and
where,
when
and
with
whom
and where, when and with whomthey
theycan
canbe
bemost
most
effective.
effective.
Allowing
Allowingthe
themembership
membershipofofaagroup
grouptotovary
vary
according
to
the
focus
of
the
work
according to the focus of the workand
andthe
thestage
stageofof
the
process.
the process.
Identifying
Identifyingstakeholders
stakeholdersand
andanalysing
analysingtheir
their
concerns
concerns
Structuring
Structuringparticipation
participationpatterns
patterns
Probing
Probingtotouncover
uncovergaps
gapsininthe
therepresentation
representation

Caution:
Caution:Excluded
Excludedparticipants
participantscan
canfeel
feelactively
actively
rejected
rejectedunless
unlessthe
thereasons
reasonsfor
foryour
yourgrouping
groupingare
are
explained
to
them
and
their
role
made
explained to them and their role madeexplicit.
explicit.

Designer
DesignerSkills:
Skills:Aiming/
Aiming/directing
directing
Being
Beingclear
clearabout
aboutthe
thedesired
desiredoutcomes
outcomesofofthe
theprocess
processfrom
fromyour
yourpoint
pointofofview
view
Asking
Askingyourself:
yourself:how
howwill
willyou
youknow
knowwhen
whenyou
youhave
havethem?
them?
Deciding
Decidingwhat
whatisiswithin
withinyour
yourcontrol,
control,what
whatisisnot
notand
andhow
howmuch
muchuncertainty
uncertaintyyou
youcan
canlive
live
with
with
Designing
Designingthe
theprocess
processthat
thatisismost
mostlikely
likelytotoachieve
achievewhat
whatyou
youhave
havedecided
decidedisismost
mostuseful
useful
totoachieve
achieve
Reducing
Reducingthe
thedesired
desiredoutcomes
outcomestotoaaseries
seriesofofachievable
achievablesteps
steps
Thinking
carefully
through
all
the
consequences
of
achieving
Thinking carefully through all the consequences of achievingthese
theseoutcomes.
outcomes.

Caution:
Caution:Although
Althoughititisisthe
theparticipants
participantswho
whoultimately
ultimatelymake
makethe
therunning
runningasasfar
farasas
content
goes,
it
is
the
facilitator
who
gets
the
blame
if
something
goes
wrong.
The
purpose
content goes, it is the facilitator who gets the blame if something goes wrong. The purposeofof
design
designisistotoreduce
reducethe
thechances
chancesofofthe
theprocess
processself
selfdestructing.
destructing.IfIfinindoubt,
doubt,go
gofor
foraafew
fewsmall,
small,
positive
positiveoutcomes
outcomesrather
ratherthan
thanaamore
moreuncertain
uncertainmajor
majortriumph.
triumph.
Designer
DesignerSkills:
Skills:Programming
Programming
Ensuring
Ensuringaabalance
balancebetween
betweenthe
themain
mainevents
eventsand
andkeeping
keepingthe
the
wider
network
in
touch
by
providing
information
externally.
wider network in touch by providing information externally.This
This
requires
requiresaacommunications
communicationsstrategy.
strategy.
Maintaining
Maintainingaafeeling
feelingofofprogress
progressand
andcontinuity
continuityfor
forall
allthose
those
involved,
while
ensuring
that
the
project
does
not
move
so
involved, while ensuring that the project does not move sofast
fast
that
thatthe
thewider
widernetwork
networkcannot
cannotbe
be‘brought
‘broughtalong’,
along’,ororfeels
feels
‘railroaded’.
‘railroaded’.
Providing
Providingfor
forsmall
smallgroup
groupsessions
sessionsininbetween
betweenthe
themain
mainevents
events
so
that
progress
can
be
made
on
detailed
matters
in
preparation
so that progress can be made on detailed matters in preparation
for
forthe
thework
workofofthe
themain
mainevents.
events.

Facilitation team roles and skills
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The intervener
The most obvious role the facilitator plays is
the intervener: the person who comes
between those who oppose each other, and
through a subtle blend of tact and diplomacy
enables them to work together - even if they
still don’t like each other very much.
‘Tact’ and ‘diplomacy’, however, cover a
multitude of quite specific skills, from how to
balance differences in power to acting as a
time-keeper.
Of all the roles of a facilitator in consensusbuilding, that of the intervener requires the
most acute use of eyes and ears, the neatest
footwork, the most sensitive use of verbal
and non-verbal language. It is also in the
intervener role that the facilitator is most
exposed, most vulnerable, and most
challenged. It is also the most fun.

1. Guiding
This is a delicate subject, given that it is
supposed to be the participants who call the
tune. The strict answer is that the intervener
leads on process but not on content. In
practice, given that the intervener is also a
designer, inevitably there is an impact on
both process and content.

2. Balancing power
There are inequalities of power in every
situation, and both the more powerful and
less powerful are liable to accuse the
intervener of bias. The intervener has to find
a way for everyone to perceive them as
impartial, while at the same time preventing
inequalities of power getting in the way of
progress.

3. Reflecting and clarifying
One of the major roles of the facilitator is to
help people know their own minds.

4. Focusing
Detailed, specific and/or parochial arguments
can easily cause the stakeholders to lose sight
of their main controversy. The intervener has
to ensure that participants are focusing on
the right thing at the right moment.

5. Timing
Timing is the art of both managing the usually
limited available time and doing the right
thing at the right moment.

Intervener
IntervenerSkills:
Skills:
Guiding
Guiding
Ensuring
Ensuringaabalance
balancebetween
betweenthe
the
main
events
and
keeping
main events and keepingthe
thewider
wider
network
networkinintouch
touchby
byproviding
providing
information
externally.
information externally.This
Thisrequires
requiresaa
communications
strategy.
communications strategy.
Maintaining
Maintainingaafeeling
feelingofofprogress
progress
and
continuity
for
and continuity forall
allthose
thoseinvolved,
involved,
while
whileensuring
ensuringthat
thatthe
theproject
projectdoes
does
not
notmove
moveso
sofast
fastthat
thatthe
thewider
wider
network
networkcannot
cannotbe
be‘brought
‘broughtalong’,
along’,oror
feels
‘railroaded’.
feels ‘railroaded’.
Providing
Providingfor
forsmall
smallgroup
groupsessions
sessionsinin
between
betweenthe
themain
mainevents
eventsso
sothat
that
progress
can
be
made
on
detailed
progress can be made on detailed
matters
mattersininpreparation
preparationfor
forthe
thework
workofof
the
main
events.
the main events.

Intervener
IntervenerSkills:
Skills:Balancing
Balancingpower
power
Giving
Givingout-numbered
out-numberedrepresentatives
representativesmore
moreopportunities
opportunities
Helping
participants
to
differentiate
between
Helping participants to differentiate betweenpower
powerand
andcapability
capability
by
assessing
the
former
at
its
source
and
the
latter
at
its
point
by assessing the former at its source and the latter at its pointofof
impact
impact
Helping
Helpingparticipants
participantstotorecognise
recognisedifferent
differenttypes
typesofofpower
powerand
andtoto
appreciate
appreciatethe
thefull
fullextent
extentofofwhatever
whatevercapability
capabilitythey
theyhave
have
IfIfone
oneparty
partyisisusing
usingits
itspower
powertotointimidate
intimidateanother
anotherorortotoskew
skewthe
the
process
in
its
favour,
exploring
with
them
the
possible
risks
and
process in its favour, exploring with them the possible risks and
consequences
consequencesofofan
aninequitable
inequitableprocess
processororan
anunfair
unfairoutcome
outcome
Asking
Askingthe
theparticipants
participantshow
howtheir
theirdeployment
deploymentofofpower
powerdifferences
differences
by
building
relationships
based
on
trust
and
recognition
by building relationships based on trust and recognitionofofshared
shared
needs
needsand
andinterests.
interests.

Caution:
Caution:There
Thereare
aresituations
situationswhere
wherean
anextreme
extremeimbalance
imbalanceofof
power
renders
the
use
of
consensus-building
inappropriate
power renders the use of consensus-building inappropriateororopen
opentoto
abuse
abuseby
bythe
themore
morepowerful
powerfulparty.
party.IfIfthis
thismight
mightbe
bethe
thecase,
case,alert
alert
everyone
to
the
possibility
and
how
it
might
be
averted.
If
everyone to the possibility and how it might be averted. Ifthe
themore
more
powerful
powerfulcannot
cannotaccept
acceptimplicit
implicitrestraints
restraintson
ontheir
theirdomination
dominationofofthe
the
process,
process,consider
consideraborting
abortingititininthe
theinterests
interestsofofall
allparties:
parties:an
an
inequitable
inequitableprocess
processcannot
cannotproduce
produceaasustainable
sustainableoutcome.
outcome.
Intervener
IntervenerSkills:
Skills:Reflecting
Reflecting&&clarifying
clarifying

Intervener
IntervenerSkills:
Skills:
Timing
Timing
Planning
Planningthe
thedistribution
distributionofofthe
the
time
available
when
time available whenthe
theagenda
agendaisis
agreed
agreed
Being
Beingrealistic
realistichow
howlong
longpeople
people
need
to
have
their
say
and
need to have their say and
planning
planningconservatively
conservatively
Building
Buildingin’
in’flexi-time’
flexi-time’and
and
letting
lettingpeople
peoplechoose
choosehow
howtotouse
use
itit
Learning
Learningtotorecognise
recognisewhen
when
people
need
to
people need tostay
staywith
withthe
the
subject
subjectininhand,
hand,and
andwhen
whenthey
they
need
to
move
on
even
if
there
need to move on even if thereisis
more
moretotosay
say
Being
Beingwary
waryofofhitting
hittingaasubject
subject
too
early
and
before
the
moment
too early and before the moment
isisripe;
ripe;ororintervening
interveningwhen
whenpeople
people
need
to
let
off
steam.
need to let off steam.

Caution:
Caution:InIngeneral,
general,ititisis
better
to
intervene
too
better to intervene toolate
latethan
than
too
early.
too early.

Reflecting
Reflectingback
backtotothem
themwhat
whatthey
theysay,
say,and
andasking
askingawkward
awkwardquestions
questionsabout
aboutits
itsimplications.
implications.
Relating
Relatingwhat
whatthey
theysay
saytototheir
theirstated
stateddesires
desiresand
andoutcomes
outcomesfor
forthe
theprocess
processininwhich
whichthey
theyhave
haveagreed
agreedtoto
participate
participate
Asking
Askingthe
theperson
personhow
howtheir
theirstatement
statementmight
mightbe
beinterpreted
interpretedorormisinterpreted
misinterpretedby
bythose
thosewho
whodo
donot
notshare
share
the
same
perspectives
the same perspectives
Clarifying
Clarifyingby
byasking
askingthat
thatperson
personfor
forconcrete
concreteexamples
examplesofofwhat
whatthey
theymean
mean- -eliminate
eliminateby
byabstractions
abstractionsand
and
meaningless
generalisations
meaningless generalisations
Clarifying
Clarifyingby
bywatching
watchingout
outfor
forout-of-date
out-of-dateorordistorted
distortedinformation
information
Watching
out
for
jargon,
technical
terms,
local
expressions
Watching out for jargon, technical terms, local expressionsororany
anyreferences
referencesthat
thatprovoke
provokeexpressions
expressionsofof
surprise
surpriseorordisagreement:
disagreement:seek
seekclarification
clarificationofofanything
anythingthat
thatanybody
anybodyappears
appearsnot
nottotounderstand
understandororshare.
share.

Caution:
Caution:Sometimes
Sometimesclarification
clarificationofofissues
issueswill
willlead
leadtotofurther
furtherpolarisation.
polarisation.Learn
Learntotorecognise
recognisethe
thetimes
times

when
whensome
somedegree
degreeofoffog
fogand
andfudging
fudgingmay
maybe
beessential
essentialififthere
thereisistotobe
beprogress.
progress.Never
Neverask
askanyone
anyonetoto‘clarify
‘clarify
their
position’:
the
mark
of
the
amateur
mediator
their position’: the mark of the amateur mediator

Intervener
IntervenerSkills:
Skills:Focusing
Focusing
Helping
Helpingparticipants
participantsfocus
focustotoexamine
examinean
anissue
issueiningreater
greaterdetails
details
Helping
Helpingthem
themtotostand
standback
backwhen
whenthey
theyneed
needtotosee
seethe
thebigger
biggerpicture,
picture,the
thewider
widerconsequences.
consequences.
Helping
Helpingthem
themalso
alsototofocus
focusfrom
fromaanumber
numberofofangles:
angles:totosee
seethe
thesituation
situationfrom
fromthe
thepoint
pointofofview
viewofof
an
ancommunity
communitymember,
member,aapolitician,
politician,aalocal
localcouncillor,
councillor,aayouth
youthworker
workerororaareligious
religiousleader
leaderfor
for
example.
example.
Facilitation team roles and skills
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The recorder
Consensus-building processes have to
produce consensus as a result. It is usually
expressed in the form of a written record.
The creation of that record, which must
reflect the participation of all the
stakeholders, is the responsibility of the
recorder.
But it is much more than that. The recorder
helps to maintain momentum within the
meetings, by allowing the intervener to
concentrate fully on the participants, and
between the meetings through circulation of
the record in the form of a report.
The recorder is responsible for the visible
products of the process. The record of what
has been happening, what is agreed and what
is not agreed is written on large sheets of
paper on the wall. It becomes, in effect, the
minutes of the meeting - written and agreed
as they happen.
But recording is not the same as passive
minute taking: it is an activity which
contributes directly to the consensus-building
process, and which facilitates other features
of the process. For example, wall-writing
helps to keep stakeholders focused on the
problem - as opposed to on each other.

1. Wall-writing
Some facility with pen and flipchart adds
enormously to the facilitator’s credibility and
self-confidence.

2. Paper management
Consensus-building is apt to generate large
amounts of paper, often in the form of
flipchart sheets plastered all over the walls.

3. Key-wording
This is the business of reducing the complex
verbiage of disputes to make it more
manageable.

4. Photo reporting
Reports of meetings need to reflect exactly
what participants have said. Conventional
minute-taking is open to accusation of bias and anyway may not capture some key points
in the actual words of the person who made
them - which is important for building
ownership and meeting results. One way
around this is to do a ‘photo-report’. Simply
photograph each flipchart, paste the
photographs onto sheets of A4 (you get four
per page), photocopy and distribute. Photo
reporting is a rapid means of recording
information from flipcharts, and saves you
having to stagger home with tons of paper. It
also removes the temptation to clean up what
is on them — and when the participants have
been coaxed into doing some of the
recording, it has the advantage that they can
see themselves in the result. Finally, photoreports should ideally only be distributed to
the people who attended the meeting - we all
know what gibberish flipcharts can seem if
you weren’t there - and something said in jest
or as a wild idea may be misinterpreted by
someone who wasn’t there.

Recorder
RecorderSkills:
Skills:Wall
Wallwriting
writing
Writing
Writingon
onflip-chart
flip-chartpaper
paperwithout
withoutsmudging
smudgingthe
theink,
ink,
writing
too
small
or
too
large,
or
running
out
of
paper
writing too small or too large, or running out of paper
Use
Usedark
darkcoloured
colouredpens
penstotoensure
ensurephotos
photoscome
comeout
out
clearly
clearly
Capturing
Capturingcomplex
complexarguments
argumentsininbullet
bulletpoints
pointsand
and
without
offending
the
proponent
without offending the proponent
Knowing
Knowingwhen
whenititisisessential
essentialtotorecord
recordthe
theexact
exactwords
words
ofofaaspeaker,
and
when
a
paraphrase
would
be
speaker, and when a paraphrase would bemore
more
appropriate
appropriate
Sorting
Sortingthe
thematerial,
material,which
whichhas
hasbeen
beenproduced
producedininaa
logical
manner,
and
making
sure
your
flip
logical manner, and making sure your flipcharts
chartsare
are
clearly
numbered
and
referenced
clearly numbered and referenced
Design
Designsome
somereport
reportsheets
sheetsonto
ontowhich
whichtotostick
stickthe
the
photographs
―
detailing
the
meeting,
the
date,
photographs ― detailing the meeting, the date,page
page
number
numberetc
etc

Caution:
Caution:While
Whileititmay
maybe
benecessary
necessarytotowait
waitsome
some

time
timebefore
beforethe
themain
mainarguments
argumentsbecome
becomeclear,
clear,waiting
waiting
too
long
before
beginning
to
record
can
lead
too long before beginning to record can leadtotoessential
essential
material
materialbeing
beingleft
leftoff
offthe
therecord..
record..

Recorder
RecorderSkills:
Skills:Paper
Paper
management
management
Keeping
Keepingtrack
trackofofwho
whoisisgenerating
generatingwhat
whatby
by
referencing
every
sheet
referencing every sheet
Being
Beingable
abletotowork
workon
onmore
morethan
thanone
onesheet
sheetatataa
time
time
Moving
Movingflip-charts
flip-chartsaround
aroundso
sothat
thatthe
themovement
movement
and
noise
are
not
too
much
of
a
distraction
and noise are not too much of a distraction
Grouping/clustering
Grouping/clusteringthe
theflip-charts,
flip-charts,and
andkeeping
keeping
participants
informed
of
what
is
being
done
participants informed of what is being doneso
sothat
that
the
most
relevant
flip-charts
do
not
get
lost
under
the most relevant flip-charts do not get lost under
more
morerecent
recentbut
butless
lesssignificant
significantones.
ones.

Recorder
RecorderSkills:
Skills:Key
Keywording
wording
Capturing
Capturingcomplex
complexthoughts
thoughtsand
andideas
ideasand
andconcerns
concernsininone
oneorortwo
two
words
that
neither
understate
nor
overstate
the
original
words that neither understate nor overstate the original
Knowing
Knowingwhen
whenyou
youmust
mustuse
usethe
theexact
exactwords
wordsofofparticipants
participants
Securing
agreement
to
the
words
you
use
even
though
Securing agreement to the words you use even thoughthey
theymay
maynot
notbe
be
exactly
those
used
by
participants.
exactly those used by participants.

Caution:
Caution:There
Thereare
aretimes
timeswhen
whenthe
thedialogue
dialogueisismoving
movingahead
aheadso
sofast
fast

that
thatyou
youcan
canget
getleft
leftbehind
behind- -so
soititisisaafine
finejudgment
judgmentasastotowhen
whentotoask
ask
them
to
wait
while
you
catch
up.
The
reverse
can
also
happen
them to wait while you catch up. The reverse can also happen- -usually
usually
when
whenaadiscussion
discussionisisfirst
firstlaunched.
launched.There
Thereseems
seemstotobe
belittle
littleofofrelevance
relevancetoto
record,
record,but
butififititisisnot
notrecorded
recordedimmediately,
immediately,ititisisvery
verydifficult
difficulttotostart
startand
and
totocatch
up
once
you
do.
Record
it
anyway
they
will
soon
see
what
catch up once you do. Record it anyway - they will soon see whatisis
happening
happeningand
andget
getback
backon
ontrack.
track.

Reporter
ReporterSkills:
Skills:Photo
Photoreporting
reporting
Having
Havingaafully
fullycharged
chargeddigital
digitalcamera
cameraatatthe
the
ready
(or
a
camera
loaded
with
film)
ready (or a camera loaded with film)
Ensuring
Ensuringgood
goodquality,
quality,legible
legibleprints,
prints,by
bycareful
careful
control
controlofoflighting
lightingand
andprinting
printingprocesses
processes
Organising
Organisingand
andordering
orderingthe
theinformation
informationtoto
make
makeititan
anaccessible
accessibleand
andcomprehensive
comprehensivereport
report
ofofthe
meeting.
the meeting.

Caution:
Caution:ItItisispossible
possiblethat
thatthe
thephotographs
photographs
do
donot
notcome
comeout
outasaswell
wellasasexpected
expectedororthe
thefilm
film
isissomehow
lost
or
destroyed
or
digital
images
somehow lost or destroyed or digital images
deleted.
deleted.To
Toavoid
avoidaaserious
seriousloss
lossofofcredibility,
credibility,asas
well
as
the
record,
it
pays
to
keep
the
well as the record, it pays to keep theflipcharts
flipcharts
until
untilthe
thefilm
filmhas
hasbeen
beensafely
safelyprocessed.
processed.

Facilitation team roles and skills
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The monitor

Monitor
MonitorSkills:
Skills:Observing
Observing

Everything - people relationships, content,
and process - comes under the magnifying
glass in facilitation. As a monitor, the
facilitator uses what is visible through the
magnifying glass to move the process
forward: observing, analysing, evaluating and
feeding this information back into the
process.

Rapid
Rapidrecall:
recall:very
veryoften,
often,ititisisthe
thechanges
changesinin
people’s
behaviour
which
are
most
crucial
people’s behaviour which are most crucialtoto
notice,
notice,and
andthat
thatmeans
meansremembering
rememberinghow
howthey
they
were
previously.
were previously.

The monitor supplies the built-in checks and
balances of consensus-building by feeding
the necessary information to the other roles.
This is achieved most effectively by standing
apart (sometimes literally) from the hustle
and bustle of the event. By being able to
observe, analyse, evaluate and reflect on
what is happening in this way, the monitor
obtains knowledge, insights and
understanding that it is impossible for those
in the other roles to obtain.

1. Observing
Observing is primarily a matter of knowing
what to look for and noticing it when it
happens.

2. Analysing
Analysing is making sense of what you
notice, and seeing how it fits in to the
broader patterns of behaviour and
relationships.

3. Evaluating
Formal and explicit evaluation forms are used
to monitor the participants’ perceptions of
the work’s progress or lack of it. In addition
to these formal evaluations, the monitor
should be constantly noticing who is happy
and who is not.

Peripheral
Peripheralvision:
vision:and
andthe
theability
abilitytotolook
look(and
(and
listen)
in
several
different
directions
at
the
listen) in several different directions at thesame
same
time.
time.

Noticing
Noticingpatterns
patternsofofrelationships
relationshipsand
andcoalition
coalition
as
they
wax
and
wane.
as they wax and wane.

Monitor
MonitorSkills:
Skills:Analysing
Analysing
Using
Usingchanges
changesininwhat
whatisishappening
happening
totohelp
predict
what
will
help predict what willhappen
happennext
next
Recognising
Recognisingwhat
whatisisgoing
goingon
onand
and
which
technique
will
enhance
which technique will enhanceoror
prevent
preventitit
Relating
Relatingwhat
whatisisgoing
goingon
ontotoits
its
timing:
so
that
a
promising
timing: so that a promising
development
developmentisisnot
notcut
cutoff
offininits
itsprime.
prime.

Monitor
MonitorSkills:
Skills:Evaluating
Evaluating
Interpreting
Interpretingnon-verbal
non-verbaland
andunconscious
unconscious
communication
communication
Looking
Lookingfor
forindicators
indicatorsofofaaneed
needfor
foraachange
changeinin
style
or
pace.
style or pace.
Perceiving
Perceivinggeneral
generallevels
levelsofofcomfort
comfortand
andattention
attention
among
participants.
among participants.
Keeping
Keepingthe
thefacilitation
facilitationteam
teamaccurately
accuratelyadvised
advisedofof
what
is
going
on,
particularly
in
multi-party
what is going on, particularly in multi-party
situations
situations
Being
Beingready
readywith
withthe
theproposal
proposalfor
forevaluation
evaluation
scales
and
format
when
needed.
scales and format when needed.

Caution:
Caution:There
Thereisisalways
alwaysaatemptation
temptationtototry
trytoto

pass
passon
onan
aninsight
insightasassoon
soonasasititisisgained
gained- -but
butthis
this
may
not
be
the
best
time
in
terms
of
the
process
may not be the best time in terms of the processasas
aawhole.
whole.The
Thebest
bestway
wayisistotohave
havean
anagreed
agreedway
wayofof
making
it
known
to
the
intervener
that
you
making it known to the intervener that youhave
have
something
somethingtotosay.
say.The
Theintervener
intervenercan
canthen
thenmake
makeaa
judgement
judgementabout
aboutthe
theright
rightmoment
momenttoto‘bring
‘bringyou
you
in’.
Remember
to
express
this
sort
of
feedback
in’. Remember to express this sort of feedbackininthe
the
form
formofofaaquestion
questionso
sothat
thatthe
theintervener,
intervener,who
whomay
may
have
haveother
otherideas,
ideas,can
caneasily
easilyput
putitittotoone
oneside.
side.IfIfititisis
very
veryserious,
serious,ititwould
wouldprobably
probablybe
bebest
besttotoask
askfor
foraa
process
break.
process break.

The supporter
The supporter is responsible for the smooth
running of the event so far as everything
practical is concerned. Part of the role is thus
domestic and functional, but some of it bears
directly on the technical aspects of the whole
endeavour. Another part is concerned with
keeping the external world at bay.
It is a role that is conventionally considered
to be somewhat lowly because some of the
tasks can be menial. However, the
experienced facilitator knows that it is
impossible for other members of the
facilitation team to provide a good quality
service without adequate support. The
supporter has to be as well qualified as the
rest of the team.
The supporter’s job is to ensure that the
stakeholders are fed and watered, and
generally as comfortable and as happy as
circumstances permits. Enabling people to
relax and feel physically secure is an essential
prelude to helping them lower the other
barriers that keep them apart.
Understanding of human relations is
essential. The role includes making
participants feel welcome, especially when
they arrive late, as well as the more general
one of bringing people together at informal
moments and helping them to relate cordially
to each other even when their inclination
dictate otherwise. These activities provide an
ideal opportunity to undertake some of the
monitor’s role from a position that is usually
perceived to be non-threatening.The
supporter is also expected to manage all the
practical aspects of an event. For example,
making sure the rooms - the physical spaces
within which meetings take place - are
appropriate to the needs of the occasion is a
distinct skill.
Provision of a well-equipped tool kit with all
the relevant equipment on-hand at the right
moment also requires intimate understanding
of the process.

Facilitation team roles and skills

There is also a vital gate-keeping role. It has
two aspects: firstly coordinating the
stakeholders’ relations with those outside the
process, especially the news media; and
secondly coordinating the stakeholders’ and
the teams’ relations with the facility
management staff - such as cleaning,
catering, and accommodation.

1. Resourcing
It is essential that participants have the
resources they need at the moment they
need them. Ideally they should not have to
ask for anything.

2. Housekeeping
People need to be comfortable if the intensity
of this work is to be sustainable.

3. Harmonising
The supporter is not just a glorified flunky:
support of the process’s human dimensions
is also essential.

4. Gate Keeping
Consensus-building often involves sensitive
and controversial issues that attract media
speculation. The world must sometimes be
kept at bay; at other times it must be kept
informed and even entertained.

Supporter
SupporterSkills:
Skills:Resourcing
Resourcing
Providing
Providinginterpretation
interpretation(where
(wheremore
morethan
thanone
one
language
is
required)
language is required)
Providing
Providingtranslation
translationservices
services
Providing
sufficient
supplies
Providing sufficient suppliesofofpaper
paper(A4,
(A4,flipchart)
flipchart)
Providing
Providingpens
pens(coloured
(colouredfor
forwall-writing)
wall-writing)
Establishing
Establishingphotocopying
photocopyingfacilities
facilities
Making
Makinginternet
internetenabled
enabledPCs,
PCs,fax
faxmachines
machinesand
and
telephones
available.
telephones available.

Caution:
Caution:Do
Donot
notgive
givethe
theparticipants
participantscause
causetoto
think
thinkthat
thatyou
youattach
attachmore
moreimportance
importancetotothe
the
hardware
than
to
hardware than tothem.
them.
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Supporter
SupporterSkills:
Skills:Housekeeping
Housekeeping
Ensuring
Ensuringadequate
adequateplenary
plenaryand
andbreak-out
break-outspaces
spaces
Laying
Layingout
outfurniture
furnitureininaaway
waythat
thatfacilitates
facilitatesthe
thepurpose
purposeofof
the
session
the session
Checking
Checkingthat
thatthe
therooms
roomsare
areall
allatatthe
thesame,
same,comfortable
comfortable
temperature
temperature
Ensuring
Ensuringexternal
externalnoise
noiseand
anddisturbances
disturbancesare
arekept
kepttoto
minimum
minimum
Arranging
Arrangingthat
thatfood
foodand
anddrink
drinkare
areavailable
availableasasand
andwhen
when
necessary
necessary
Ensuring
Ensuringthat
thatstaff
staffininthe
thevenue
venueare
aresensitive
sensitiveand
andswift
swifttotothe
the
needs
of
the
occasion.
needs of the occasion.

Caution:
Caution:Make
Makesure
sureroom
roomarrangements
arrangementsand
andcatering
cateringare
are
flexible
flexibleand
andalways
alwayssubordinate
subordinatetotothe
theneeds
needsofofthe
theoccasion.
occasion.

Supporter
SupporterSkills:
Skills:Harmonising
Harmonising
Making
Makingparticipants
participantsfeel
feelwelcome
welcome
Ensuring
people
are
introduced
Ensuring people are introducedtotoeach
eachatatthe
theearliest
earliest
opportunity
opportunity
Creating
Creatingaaclimate
climateaacommon
commonpurpose
purpose
Enabling
Enablingpeople
peopletotodisagree
disagreestrongly
stronglyand
andyet
yetcontinue
continueworking
working
together
in
a
civilised
manner.
together in a civilised manner.

Caution:
Caution:Do
Donot
notbludgeon
bludgeonpeople
peopleinto
intobeing
beingcosy
cosywith
with
their
theirenemies
enemiesuntil
untilthey
theywant
wanttotobe.
be.
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