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 1 - Introduction > PURPOSE

The Purpose of the 
Flashcards

For years I have been asked to put together a set 
of “cheat sheets” or “flashcards” for people who 
have already gone through the Facilitation Skills 
for Chaotic Times development program.

The purpose of these cards is to provide a quick 
and portable review of the main facilitation 
processes presented in the program.

The majority of these facilitative processes 
have been developed by other people and 
organizations and are so noted. All of them have 
been adapted through my 25 years of facilitation 
practice. 

Each Flashcard Includes:
1. A Process Description.

2. A Visual Icon of the process 
linking back to the training 
and manual.

3. Rational Outcomes. 

4. Experiential Outcomes.

5. Process Tips and Reminders.
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Selecting an appropriate process to use at 
any given time involves several factors, the 
most important of which is matching the 
process to the desired outcomes. In order to 
do so, the group must be clear about their 
outcomes, and the facilitator must be able 
to match processes to the desired outcomes 
of each individual meeting. Identifying, 
clarifying and building ownership around 
shared outcomes is the most important 
and foundational work of a consultant 
and facilitator. Most individuals and teams 
don’t actually know their outcomes or 
have outcomes that are not directly within 
their own influence or control to achieve. 
Essentially, the stated outcome is checked 
against six conditions that must be met for 
the outcome to be considered well-formed.

This framework comes out of 
the work of Neuro-Linguistic 
Programming.
1.  Is the outcome actually possible? Has 

it ever been achieved before?

2.  Is the outcome stated in the positive?

3.  Can the outcome be initiated or 
sustained by the individual or team?

4. Is it specific in behavioral terms and 
is it measurable?

5. Is it ecological – that is, does it match 
and support other highly held values?

6.  Is it really worth doing – juicy?

Selecting 
Processes Based 
on Outcomes
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It is very common to find an individual or 
team that has a stated or unstated outcome 
that does not match one or more of the six 
well formed conditions. If you reach a “no” 
to any of the conditions, it is the facilitator’s 
role to work with the team to help them shift 
the outcome or the framing of the outcome 
so that all the conditions can be powerfully 
satisfied. Going through this process often 
changes the entire nature of the conversation 
and the actual work that eventually emerges 
from it.

Once a facilitator is clear about the outcomes 
of a specific meeting, he or she can choose 
a process that allows the group to reach 
the intended outcomes. There are two 
types of outcomes that must be considered 
when choosing a process – rational and 
experiential outcomes. 

Rational Outcomes relate to the specific 
task. They are things that can be checked 
off a “To Do” list. 

Experiential Outcomes relate to the 
individual and collective experiences you 
wish people to have as they go through a 
particular process (i.e., a group needs to 
build a sense of safety). 

In many cases, multiple processes will 
produce the same rational outcome but 
the experience of the group will vary 
based on which process is chosen. Each 
process flashcard lists both rational 
and experiential outcomes. One of the 
systematic ways to choose a process 
via rational outcomes is by using the 
enneagram in the next section.

Selecting Processes 
Based on Outcomes
–continued
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The Process Enneagram The Flashcards are 
organized by the points 
around the Process 
Enneagram. 
In the training program, I have 
utilized the Process Enneagram 
developed by Richard Knowles 
as a way of organizing processes 
by rational outcomes. Many of 
these processes can be utilized 
for a variety of rational outcomes 
(points on the enneagram); 
however, I have tried to select 
those rational outcomes that are 
best matched to the particular 
processes. For example, the 

Mental Models process can be 
used to address every point on 
the Process Enneagram, but 
its most powerful application 
is in identifying the key 
restraining patterns (Tensions) 
that keep systems stuck in low 
performance. Once a facilitator 
selects a category of processes 
based on the desired rational 
outcome, she can then filter 
down to the “one” process 
based on matching the desired 
experiences with the typical 
experiences engendered by each 
process. 

Play “Connection Processes to Outcomes” video
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Principles– 
Theory of
Practice

Every leader, consultant and facilitator has a Theory of Practice – a useful theory based on prior 
experiences, upon which prevention and intervention strategies can be selected (predicted). The 
question is whether these theories of practice are conscious or unconscious. The suggestion is that 
it is far more powerful to have a conscious and explicit Theory of Practice.

The Synectics Theory of Practice includes the following principles (beliefs): 
1. It is about paying attention to the 

connections not only the parts.

2. Core values and principles are modeled 
at every level of scale.

3. Agents intentionally manage and nurture 
the connections.

4. Utilize crises as strategic opportunities.

5. Deep involvement and ownership is the 
name of the game.

6. Deep reflection is built into all aspects of 
the work.

7. Mobilize the “early adopters” and 
build people’s capacity.

8. Create a sense of possibility.

9. Build on existing pockets of success 
within the system.

10. Continually build flexibility and 
responsiveness into the system.

11. Form follows function.

12. Identify and utilize the highly symbolic 
entry points.

Click for book exerpt

http://stevezuieback.com/books-and-products/leadership-practices-for-challenging-times-principles-skills-and-practices-that-work/
http://stevezuieback.com/epubs/Book_Excerpt_Ch7_109_114/
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Communication Presuppositions

Of paramount importance to a facilitator is the mindset with 
which she approaches a facilitated session. The mindset is 
a cluster of beliefs which set filters in place. These filters 
allow the facilitator to perceive and find meaning in what 
is happening, therefore greatly influencing her interactions 
with a group. The beliefs held by a facilitator have a 
tremendous impact on how she facilitates and, ultimately, 
the success of the group. Each of the presuppositions 
(beliefs) listed here are meant to cause a facilitator to design 
and act in ways that will be more respectful, resourceful 
and encourage groups to be more responsible and creative 
for their own success. The facilitator keeps communication 
presuppositions in mind as she approaches design and 
interventions in group processes. These presuppositions 
were developed out of the body of work of Neuro-Linguistic 
Programming (NLP).

The presuppositions state that:
1. Each person’s experience is uniquely different.

2. The meaning of the communication is the response 
you get.

3. The present behavior of an individual represents 
the very best choice for a person. Underlying every 
behavior is a positive intention for the person.

4. Experience has a structure. Change the structure 
and you change the experience.

5. There is an interconnected relationship between you 
and others that goes on over time.

6. The element of a system that has the most flexibility 
(choice) has the most control (ability to influence) 
within the system.
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And Now, to the 
Flashcards...

A Few Words of Advice 
Before You Begin 
1. These Flashcards are not designed to be used by people who have not gone 

through the full Development Program. The underlying assumption is that these 
cards are reminders for those who have already had detailed training. 

2. The practitioner is encouraged to go back to the book or the website for more 
detailed descriptions and support. 

3. The processes of diagnosis and design are probably the most important pre-
work steps for the practitioner and this set of cards in no way bypasses those 
critical steps.

Play Facilitation Training Video

http://www.stevezuieback.com/books-and-products/leadership-practices-for-challenging-times-principles-skills-and-practices-that-work/
http://www.stevezuieback.com/books-and-products/leadership-practices-for-challenging-times-principles-skills-and-practices-that-work/
http://vimeo.com/18630877
http://vimeo.com/18630877
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Process Enneagram
45 to 90 minutes, 4 to 30 people

The Process Enneagram has been around for 
3500-4500 years. Enneagram is Greek meaning 
nine-pointed diagram. It has surfaced many times 
over these years and is currently most known as a 
personal typology framework.

Richard Knowles is recognized as the person 
who has translated this body of knowledge into a 
journey map for understanding how systems get 
created, sustained and destroyed over time. It is a 
powerful framework for assisting the consultant 
and facilitator in understanding and designing 
change initiatives and it is also a very powerful 
conversation process.

In our applications it can be viewed as nine areas of 
inquiry, perspective and conversation.

Current
Identity

Intentions
   Strategy/
  Approach

TensionsDeep Learning

PrinciplesThe Work

RelationshipsInformation

http://www.rnknowlesassociates.com
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Current Identity
The purpose and meaning that 
defines our current way of being 
and organizing.

Intentions
Intentions define what we want 
to create in the future. It is our 
statement of our future identity. 
It consists of outcomes, values, 
beliefs, visions and missions.

Principles
Principle describes the ways we 
individually and collectively model 
our intentions (often stated as 
“walking the talk”). Principles are 
values that are operationalized in 
behavioral terms.

Tensions
Describes those patterns, systems, 
mindsets and structures within  
an organization or team that  
keep the system locked into its 
current identity.

Approaches, Structures 
and Strategies
Broad level actions that are 
required to model the principles, 
break the restraining patterns and 
thus move systems toward realizing 
their intentions.

Work
A description of the actions 
associated with each strategy  
that needs to be implemented and 
by whom.
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Deep Learning
The insights that emerge as the work 
is implemented that allow a team or 
organization to continually adjust 
and refine both their strategies and 
underlying assumptions about the 
system as a whole.

Relationships
This describes the nature of valued 
relationships between individuals, 
groups and throughout organizations. 

It also defines the nature 
of connections between 
departments, programs, systems, 
and information.

Information
Defines how information flows 
in organizations, connecting all 
components of an organization 
into a system.

Rational Outcome: When used as a conversation process, it achieves a full plan based on a deep 
understanding of the future and the patterns that restrain it, and models the desired operational principles. 

Experiential Outcome: It creates a much deeper understanding of the interconnectedness of all facets of 
a system and conversation. It also provides an experience of the whole and an appreciation of the need for 
all voices and perspectives in a conversation to arrive at a powerful set of sustainable strategies.
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Process Tips 
and Reminders

There are multiple 
starting points 
in the enneagram 
conversation, depending 
on a thorough diagnosis 
of the current state. 
Generally the most 
common starting points 
are Current Identity, 
Intentions or Deep 
Learning. 

It is essential to 
follow the sequence 
of the process while 
allowing for ideas to 
surface and be captured 
that might be out of 
sequence. It can be a 
messy process to the 
participants, however, 
the facilitator should 
always bring the 
sequence back into 
focus for the team.

The Process 
Enneagram is 
best used as a 
conversation tool 
with either a high 
functioning team or 
with a very seasoned 
facilitator. It is always 
an incredibly useful 
internal framework for 
thinking and designing 
whether it is used as 
the actual conversation 
process or not. 
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Discussion 
Method–ICA*

20 to 40 minutes, 6 to 15 people

*Copyrighted material of the Institute 
of Cultural Affairs and is part of its 

“Technology of Participation” (ToP) 
curriculum.

Process Description: This process was developed by the Institute of Cultural 
Affairs. It is an excellent process to begin the exploration of topics and to narrow 
down a range of issues or concerns. It is best used with between 8-12 people. When 
you have larger groups the process can still be used, but it is recommended to break 
the large group into teams of between 8-12 people each. 

The method minimally employs four sequential questions:
1. OBJECTIVE QUESTION: What stands out?

2. REFLECTIVE QUESTION: 
What reactions or feelings  
are evoked? 

3. INTERPRETIVE QUESTION: 
What opinions does each person 
have about an issue? 

4. DECISIONAL QUESTION: What 
seems to be the common ground 
or direction to move forward?

Current
Identity

Intentions
   Strategy/
  Approach

TensionsDeep Learning

PrinciplesThe Work

RelationshipsInformation
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http://www.ica-usa.org
http://www.ica-usa.org
http://www.ica-usa.org
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Rational Outcome:
This is very effective for developing a shared understanding of an issue or direction 
prior to more detailed planning conversations. 

Experiential Outcome:
The Discussion Method creates a sense of shared focus and helps to find the 
common ground for a group or team. 

This process is useful for initial exploration of an issue. It is  
not as effective to dig more deeply into issues, and is often best used to begin  
an exploration. 

It can be used in very large groups as an input into other 
processes. For example, it can be used to create more focused brainstorming 
ideas that feed into the Workshop Method. 

The process can be used with minimal directions so it is good to use 
with large groups where you don’t have access to a pool of trained facilitators.

Steve Zuieback, Synectics, LLC
© 2012; www.stevezuieback.com

Process Tips 
and Reminders

http://stevezuieback.com
www.stevezuieback.com
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Appreciative Inquiry
30 to 45 minutes, 6 to 15 people

Process Description: This approach has probably been around forever, however, 
it was formally developed by David Cooperrider and his colleagues at Case Western 
Reserve University. It is actually a philosophy more than it is a questioning process.

The assumptions underlying appreciative inquiry are:
1. Focus on what works.

2. What we focus on is what we see.

3. Reality shifts constantly moment to moment.

4. There is always something positive in every system.

5. Take the best of your past into the future.

6. Language creates our reality.

When used in a conversation process it can be used as its own process, or, as an 
appreciative approach, it can be built inside other processes by positively framing 
the questions. 
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Design

Discovery

Click to order book

http://appreciativeinquiry.case.edu
http://appreciativeinquiry.case.edu
http://stevezuieback.com/books-and-products/leadership-practices-for-challenging-times-principles-skills-and-practices-that-work/
http://stevezuieback.com/books-and-products/leadership-practices-for-challenging-times-principles-skills-and-practices-that-work/
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Rational Outcome:
The process can be used at almost every point of the Process Enneagram, however, 
when the focus is building on the positive as a single step, it is most effective at the 
level of intentions, principles, relationships and deep learning.

Experiential Outcome:
It almost always creates a sense of positive focus for a team. It is especially 
important to use an appreciative approach when a team has a pattern of focusing on 
the negative and feels itself to be a victim. 

When using this with a team stuck in a negative frame, it is 
important to continually reframe the comments of the group by asking 
reframing questions that surface the hidden positive experiences within a team. It 
tends to be a difficult but essential process for such groups.

Steve Zuieback, Synectics, LLC
© 2012; www.stevezuieback.com

Process Tips 
and Reminders

www.stevezuieback.com
www.stevezuieback.com
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Imaginization 
Process*

45 to 60 minutes, 4 to 300 people

Process Description: This process was developed by Gareth Morgan but has 
probably been around since the first pictographs were drawn in caves. The process is 
one in which individuals and groups of individuals create visual images that capture 
the conscious and subconscious meanings and associations we hold about a given 
situation or context.  The process can best be used to image a new future, to articulate 
the restraining patterns holding a system back, to visually depict the tension between 
the current and desired future states, or to identify deep learning arising out of a 
shared experience. Groups are charged with creating a visual image that depicts the 
interrelationships between several concepts, whether these are elements of a vision or 
a series of key strategies that make up a strategic plan.

Typical steps for this process would include:
1. Setting the context.

2. Brainstorming possible images.

3. A team arriving at the desired image.

4. Sharing the images with the whole group and distilling their meaning.

5. Synthesizing the key themes across the whole group.*Source: Gareth Morgan: Imaginization: New 
Mindsets for Seeing, Organizing and 
Managing, Sage Publications and Berrett-
Koehler, CA, 1997.
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http://www.imaginiz.com
http://www.imaginiz.com
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Rational Outcome:
This process can be used to develop a 
vision, identify restraining patterns or as 
a reflection process in integrating a set of 
strategies into a cohesive plan.

Experiential Outcome:
This process creates new connections 
and meanings for a group and creates a 
sense of fun and motivation. 

The process is always fun, but it is critical that a reflection process is included that 
will draw the deeper meaning from the images. If this is not done, you tend to get a set of 
trees, rainbows, schoolhouses or roads with vehicles and miss the rational outcome.

It is important to demystify peoples’ art skills. Everyone draws, not just the 
artists. This can best be done by drawing an example of an image to model for the group, 
especially if you are not very “artistic”.

Keep the selected images that truly resonate with the group, and make sure they are 
engrained in the rest of the work.Steve Zuieback, Synectics, LLC

© 2012; www.stevezuieback.com

Process Tips 
and Reminders

www.stevezuieback.com
www.stevezuieback.com
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Totems, Taboos  
and Repetitive 
Interactions   
60 minutes, 4 to 100 people

Process Description: This is a process developed by Dick Knowles 
and Tim Dalmau for making the values of a team or organization more 
concrete and operational. The final set of principles can become a 
social contract between the facilitator and the team.

The process consists of the following steps:
STEP 1: Identify a set of highly held values for a team or organization.

STEP 2: Identify the Repetitive Behaviors that are evidence of the desired value. 
This can be done by asking the question, “If we are actually living this value, what 
behaviors would we see repeated in our team that demonstrates our commitment 
to this value?”

STEP 3: Identify the Taboos – those behaviors that violate the desired value. This 
can be done by asking the question, “What behaviors do we want to eliminate 
because they violate our desired value?”

STEP 4: Identify the Totems – measurable results stemming from implementing 
the positive behaviors and eliminating the violating behaviors. This can be done 
by asking the question, “What evidence or signs would we expect to see as a result 
of living the value?”
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Click to order book

http://stevezuieback.com/books-and-products/leadership-practices-for-challenging-times-principles-skills-and-practices-that-work/
http://stevezuieback.com/books-and-products/leadership-practices-for-challenging-times-principles-skills-and-practices-that-work/
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Rational Outcome:
To develop a set of specific behavioral agreements for a team that support a set of 
purported principles or values.

Experiential Outcome:
By building a set of concrete behavioral agreements, the process creates a sense 
of ownership and responsibility for changing the culture of a team or organization. 
By having a signed “contract” it generates a sense of personal accountability.

 

The Repetitive Interactions step is the most critical, in that it is 
essential to develop very specific behaviors that anyone would understand to 
mean the same thing. No ambiguity can exist in these behavioral agreements.

It is important to narrow down the Repetitive Interactions to 3-5 
critical behaviors for each value or principle, otherwise it is too much for people 
to remember and act upon.

The Totems should be measurable and monitored over time.

Periodic assessment conversations should be scheduled into the 
work of the team to evaluate how well the team is living the values (Repetitive 
Interactions). These conversations allow for learning and adjustments.Steve Zuieback, Synectics, LLC

© 2012; www.stevezuieback.com

Process Tips 
and Reminders

www.stevezuieback.com
www.stevezuieback.com
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Needs Set Exercise   
45 to 120 minutes, 2 to 60 people

Process Description: This process allows team members to identify 
the individual and shared needs of their team. The facilitator starts with 
a selected list of needs that can be designed with input from interviews. 

The process involves the following steps:

1. Each person individually ranks 
(circles) each of the needs based on 
how they define the listed need.

2. Either as a whole group or in small 
groups, individuals share evidence of 
how they know a particular need is 
actually fulfilled.

3. Individuals in the group share their 
evidence on the same need before a 
second is discussed. The reporting 
out is rotated among members.

4. If the process is done as a whole 
group (recommended for 12 or less), 
then people are encouraged to take 
notes on each person’s evidence.

5. At the conclusion of the process the 
group shares their insights about what 
they learned.

6. After the group processes the insights, 
the facilitator then asks the group to 
identify all the most highly regarded 
“evidences” across the team, which 
are then charted for the whole group 
to see.

7. As a final step, the facilitator works 
with the group to translate these 
shared evidences into group operating 
agreements.

The Needs Set Exercise

Need to Achieve 1 2 3 4 5

Need for Risk 1 2 3 4 5

Need for Change 1 2 3 4 5

Relationships 1 2 3 4 5

Contribution 1 2 3 4 5

Order/Structure 1 2 3 4 5

Learning 1 2 3 4 5

Quality 1 2 3 4 5

Security 1 2 3 4 5

Other 1 2 3 4 5

Click to order book

http://stevezuieback.com/books-and-products/leadership-practices-for-challenging-times-principles-skills-and-practices-that-work/
http://stevezuieback.com/books-and-products/leadership-practices-for-challenging-times-principles-skills-and-practices-that-work/
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Rational Outcome: This process is used to 
develop a set of operational agreements for a 
team based on the actual highly held needs of 
team members.  

Experiential Outcome: This process is 
used to create real insight into what makes 
each person “tick” in a group and to develop 
a sense of appreciation for similarities and 
differences in a team. 

 

This process has the most impact when done as an entire team, and 
can take a few hours for a team of up to 12 people. The value is in surfacing the real 
evidence and stories of individual team members, and should not be hurried. The 
process builds relationships while moving a group to develop operational agreements 
(principles). 

The process can be used when significant conflict exists in a group. To 
get the most leverage, this requires pre-interviews with team members to effectively 
design the Need Set. 

Steve Zuieback, Synectics, LLC
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23 - Facilitation Processes > MENTAL MODELS PROCESS

Mental Models 
Process   
120 to 150 minutes, 6 to 250 people

Process Description: This process was created by Chris Argyris 
and Donald Schon and later described by Peter Senge in The Fifth 
Discipline. It is a very valuable process for challenging the paradigm of 
a group because it questions the underlying values behind their current 
behaviors and strategies. If the entire process is utilized (going through 
current and desired future states) a plan can be developed that covers 
all the steps in the Process Enneagram. The process takes a group 
through the following sequence of questions and conversations:

Current State Questions 
(Moving from bottom to top of diagram) 

1. What is the current negative result that 
you want to examine?

2. What are the visible behaviors that 
contribute to the negative result?

3. What polices, procedures, processes, 
structures or programs (or lack of the 
above) cause these behavior patterns?

4. What must have been the beliefs and 
values of the original architects that 
created these structures?

Desired Future State Questions 
(Moving from top to bottom of diagram) 

1. What are the new values, beliefs and 
outcomes we wish to support?

2. What strategies and structures would 
support us in achieving our new 
outcomes and values?

3. What operating principles should we 
create that support and align our work 
and behavior?

4. What evidence of success do we wish 
to track and evaluate over time as 
measurements of our success?
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Patterns of Behavior

Events and Results
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Rational Outcome: This process is most powerful in identifying the restraining patterns in a 
system. It can also be used to develop a full plan, using a negative result as the vehicle for inquiry. 

Experiential Outcome: This process creates new insights into what holds systems back and builds 
a sense of responsibility and motivation for making changes in a system. It breaks the “gridlock” in 
peoples’ perspectives that has held the system “hostage” to the same way of doing business.

Steve Zuieback, Synectics, LLC
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It is absolutely essential that all 
key stakeholders are represented 
in the conversation. This is how the 
current paradigm is actually broken.

It is important to use the exact 
visual diagram when facilitating 
the conversation. This allows 
the facilitator to visually focus the 
participants on the board (3rd point) and 
to keep the sequential logic of the process 
flowing from any negative result – to 

behaviors causing the negative result; to structures 
that cause the behaviors; and to the underlying 
beliefs that perpetuate the structures. 

The process is long so it should only be used 
for groups or organizations that are “stuck” in a 
repeating pattern of negative results and who have 
no new insights on how to get different results. 

It is sometimes useful to stop the processing at 
the conclusion of the Current State sequence before 
proceeding to the Future State.

Process Tips 
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25 - Facilitation Processes > DECISION MATRIX

Decision Matrix   
90 to 240 minutes, 4 to 45 people

Process Description: This is a highly rational and sequential process 
for narrowing down multiple strategies to one priority strategy. 

The process involves the following steps:

1. Identify all potential 
strategies. 

2. Identify the most important 
criteria to consider 
in evaluating priority 
strategies. 

3. Assign a numerical 
weighting value to the 
criteria from 1-10, with 10 
being high and 1 being low. 

4. For each strategy, weigh the 
strategy on a separate scale 
of 1-10, with 10 being high 
and 1 being low.

5. Multiply the weighting value 
of the criteria (step 3) by 
the weighting value of the 
strategy (step 4) and place 
that value in the matrix 
at the intersection of the 
strategy and the criteria. 

6. At the conclusion of 
assessing a strategy against 
each of the  
criteria, total the score  
and place that value in  
the totals box. 

Decision Matrix Process Example

STRATEGIES

CRITERIA

TO
TA
LSMom’s 

Comfort Financial

What 
Could 

Dad Live 
With

Best  
Medical 

Care

Connec- 
tions to  
Family

10 7 6 10 5

Board  
and Care

6 - 60 7 - 49 4 - 24 6 - 60 6 - 30 223

Separate 
Apartment

7 - 70 3 -21 5 - 30 7 - 70 6 - 30 221

Nursing Home 3 - 30 6 - 42 2 - 12 5 - 50 5 - 25 159

Live with Steve 7 - 70 8 - 56 8 - 48 9 - 90 8 - 40 304

Dad Gets 
Apartment

9 - 90 3 - 21 6 - 36 7 - 70 6 - 30 247
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Rational Outcome:
This is used at the strategy point on the Process 
Enneagram. It is very effective for identifying priority 
strategies from multiple competing strategies. 

Experiential Outcome:
It is used when emotions run high and people are 
attached to multiple specific strategies. The process 
creates an objective analysis that frequently allows a 
group to reach a decision while minimizing conflict in the group. 

 

It is important to get a clear separation of numerical weighting for the 
criteria for the process to work effectively – not everything is weighted as a 9 or 10. 

It is not important to achieve an accurate mathematical average of 
each score when going through the process – this will likely prolong the process. It is 
important to come up with a fair average based on testing the group against a possible 
ranking. This is done by asking the group, “How many people think the score is 
below a 5? How many think it is between 5 and 7? Between 7 and 9?” This allows the 
facilitator to suggest an average score. 

Steve Zuieback, Synectics, LLC
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27 - Facilitation Processes > PAIRED WEIGHTING

Process Description: Like the Decision Matrix, this process is used to narrow down 
multiple strategies or ideas down to the top priorities, and is a forced choice process. 
Each strategy is compared against every other strategy using two criteria – which is 
most important and which needs to come (be implemented) first? 

The process involves the following steps: 
1. Identify all the potential strategies.

2. Number the strategies (e.g. 1-5).

3. Prepare a decision grid as shown.

In the example, strategy 1 is compared against strategy 2. Strategy 2 is 
found to be more important. It is circled (in bold type in the example). Then 
strategy 1 is compared to strategy 3, strategy 1 to strategy 4, and strategy 
1 to strategy 5. After comparing all the strategies against strategy 1, move 
down and compare strategy 2 to strategies 3, 4 and 5 in turn. This process 
is continued until every strategy has been compared against every other 
strategy. The strategy that comes out with the highest ranking becomes the 
top strategy for the group.

Paired Weighting   
45 to 90 minutes, 6 to 40 people

Decision Grid
1 1 1 1

1=2
2 3 4 5

2 2 2
2=1

3 4 5

3 3
3=3

4 5

4 4=3

5 5=1
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Rational Outcome:
This is used at the strategy point on the Process Enneagram. It is very effective for 
identifying priority strategies from multiple competing strategies. 

Experiential Outcome:
It is used when it is difficult for a team to identify top priorities and when emotions or 
attachments are not particularly high. It also takes less time than the Decision Matrix.

It is important to constantly state the criteria for each pair of strategies  
as they are compared by asking questions like, “Which is more important and needs to 
come first – strategy 1 or 2?” 

Steve Zuieback, Synectics, LLC
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29 - Facilitation Processes > WORKSHOP METHOD

Process Description: This process was developed by the Institute of Cultural Affairs 
(ICA).  Like many processes, the Workshop process can be used alone or as part of a 
sequence of processes in an overall planning design. The Method uses a large piece of 
paper (4’ x 10”) that is sprayed with 3M adhesive and mounted on a large wall. 

Team members are gathered around the planning board and the group 
is guided through the following set of sequential steps:
1. Setting the Context.

2. Brainstorming.

3. Organizing.

4. Naming.

5. Reflection.

Workshop 
Method–ICA*

90 to 120 minutes, 4 to 1,000 people

*Copyrighted material of the Institute 
of Cultural Affairs and is part of its 

“Technology of Participation” (ToP) 
curriculum.

Name
ReflectContext

Brainstorm Organize

Institute of Cultural Affairs

Rational / Experiential Objectives
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Rational Outcome:
This process can be used to develop a vision or mission, identify underlying 
constraints or tensions, identify key strategies and develop a detailed action plan. 
It is most useful for strategy development and action planning.  

Experiential Outcome:
This process invariably creates the experience that a group is much more aligned 
around common desires, perceptions or strategies than was previously perceived 
by the group.

There are two steps which can be “deal breakers”. The first step is in 
Organizing. It is imperative that each group of ideas represents a single focused idea 
rather than broad categories. The second “deal breaker” is in Naming. The Naming 
process needs to come up with a key strategic statement as to what will be done and 
how it will be done. Again, this is not naming a category but a specific strategy, vision 
element or restraining pattern. 

The Workshop Method is often used as a way of posting ideas from many 
small groups that might arise through the Discussion Method or Appreciative 
Inquiry Processes.

Steve Zuieback, Synectics, LLC
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31 - Facilitation Processes > 4 STEP ACTION PLANNING PROCESS

Process Description: This process was developed by the Institute of Cultural Affairs 
(ICA).  It is a very useful variation of the Workshop Method that can be effective 
in developing a complete action plan around a more focused area or strategy. It is 
particularly useful if the overall principles have already been developed for the larger 
system, and prior conversations have occurred around the key restraining patterns.

The methodology consists of 
four sequenced steps:
STEP 1: VICTORY CIRCLE 
Goals and objectives.

STEP 2: KEY CHALLENGES 
Identifying the restraining patterns.

STEP 3: WORKSHOP METHOD 
Key strategic elements.

STEP 4: ACTION PLAN 
Details the who, what, when and how 
of the first phase of the plan.

4 Step 
Action Planning 
Process–ICA*

60 to 120 minutes, 4 to 120 people

*Copyrighted material of the Institute 
of Cultural Affairs and is part of its 

“Technology of Participation” (ToP) 
curriculum.
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Rational Outcome:
This process is utilized to develop a detailed action plan for a focused strategy. It 
addresses the areas of Strategy and Work on the Process Enneagram. 

Experiential Outcome:
This process creates a real sense of accomplishment in a very short period of time. 
It also creates a sense of responsibility and accountability to a specific action plan.

This is not a good process if the issue and scope are large or highly 
complicated, as the process itself tends to oversimplify the complexities.

It is very helpful to post the existing organizational or team 
principles and key tensions on the far left side of a workshop 
planning board. The Victory Circle is posted on the far right side of the planning 
board. This creates a powerful visual image of the flow of thinking. “Considering 
our principles and key restraining patterns, what action steps can we take that 
will model our principles, resolve our tensions and help us achieve the evidence of 
success described in our Victory Circle?”

Steve Zuieback, Synectics, LLC
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33 - Facilitation Processes > AFTER ACTION REVIEW

Process Description:
This is a process developed by the US Army for debriefing training exercises. It can 
be used with as few as two people and as many as 150.  This process is focused on 
behavioral learning and changes. It allows for very focused and efficient reflection 
conversations as well as keeping large workgroups focused on rapidly changing 
work situations.

After Action Review utilizes the  
following three sequential questions:

1. What happened?

2. What are we learning?

3. What will we do differently 
based on our learning?

After Action Review
15 to 30 minutes, 2 to 150 people
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Rational Outcome:
This is used for reflecting on work that has been accomplished and making 
behavioral alterations based on the learning. 

Experiential Outcome:
It creates the experience of having very quick and effective meetings in which 
changes can be identified and implemented.

Steve Zuieback, Synectics, LLC
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This process is 
designed to change 
people’s behaviors 
rather than deep values 
and beliefs, and is based 
on single loop learning.

Keep the comments 
strictly focused on 
the questions rather 
than story-telling.

This process is best 
used immediately 
following actions 
within a plan. Doing 
so allows for a plan to 
be changed quickly and 
with reasoning based on 
factual data. 
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35 - Facilitation Processes > LIFE STORIES PROCESS

Process Description:
This is a wonderful and deep process for developing relationships in a team. The 
process involves each person telling a part of their life story within the context of 
a team goal or challenge. The story might be about leadership, it might be about 
the origins of certain beliefs related to the work of the group or it might be about 
team cohesiveness. The process is fairly high risk for the group and requires a high 
degree of facilitator permission. The process should always be accompanied by a 
confidentiality agreement that protects what each person shares about themselves. 

The process generally involves the following  steps:

STEP 1: Setting the Context 
The facilitator references a specific team outcome and indicates to 
the team that the most effective and efficient way of moving toward 
the outcome is for people to share some personal 
information (self disclosure)—stories about themselves 
that will give insight to the other team members that are 
relevant to the outcomes at hand.

Life Stories
Process
60 to 180 minutes, 4 to 40 people
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Facilitation Processes > LIFE STORIES PROCESS - 36

STEP 2: Confidentiality 
The facilitator asks members of the team to keep confidential what is disclosed in 
the process. “What is shared by people about themselves stays in the room.” Unless 
confidentiality can be given by all in the group, the process does not proceed.

STEP 3: Modeling 
The facilitator then shares a personal story specific to the focus of the request. The story 
should be more revealing than might be shared by others in the group. This sets the bar 
for the group.

STEP 4: Story Telling 
Each person in turn then tells their story. No one can talk during this process except the 
story teller. 

STEP 5: Debrief 
After all stories have been shared, the facilitator debriefs the process by asking the 
following questions:

What themes emerged from the stories that inform the team about the goals or issues we 
are exploring?

What agreements or decisions might we want to make based on what we have learned?



37 - Facilitation Processes > LIFE STORIES PROCESS

Rational Outcome:
The purpose of this process is to utilize common experiences, values and beliefs 
among team members to find new ways to operate together. Most importantly, it 
surfaces behavior patterns as well as underlying value systems of team members 
that might have been previously hidden and misunderstood.

Experiential Outcome:
The process invariably creates a deeper understanding and sense of compassion 
among team members and explains the deeper meaning behind behavioral patterns. 
It also creates a closer sense of connection among team members.

This process should be used when a team has some very difficult 
work to do over a period of time and their “personalities and behavioral 
quirks” seem to be getting in the way of doing the deeper work. 

As mentioned previously, the facilitator must have significant credibility 
and permission with the group in order for the group to be willing 
to go through the process. The facilitator must be completely congruent with the 
process—she cannot show any anxiety or nervousness about the process.

Process Tips 
and Reminders
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The request to share life stories needs to be very carefully “couched” or 
embedded in the issue at hand. As an example, if the group is a leadership team that is blocked 
from moving forward by the lack of connections between team members, or due to apparent 
leadership style issues, the facilitator might design the following sequence of steps for the process. 

Keep in mind, each person goes through all the steps before the next person shares:

•	 Each	team	member	shares	their	most	difficult	leadership	experience.

•	 Next,	they	identify	the	underlying	value	involved	in	the	experience.

•	 Finally,	they	trace	this	value	back	to	a	story	that	reveals	the	origin	of	the	value	(often	in	childhood).

The process must be completed in one meeting. Time must be sufficient to properly 
allow all people to share.

The facilitator must be comfortable with silence. It often takes several very long 
minutes between stories.

If it is obvious that someone is too uncomfortable with sharing at this point in their life 
(detecting non-verbal cues), the facilitator should extend them a “lifeline”. This can be done by 
first acknowledging that not everyone is able to share because of current life circumstances. The 
person or persons are then asked to comment on what it has been like listening to the stories of 
others – what has resonated for them. It is important that all people on the team contribute inside 
the process. 

Process Tips 
and Reminders–cont’d

www.stevezuieback.com
www.stevezuieback.com


39 - Facilitation Processes > FISHBOWL PROCESS

Process Description: This process is designed for having a 
conversation that allows a small focused group from among a much 
larger team to have a conversation as stewards for the whole team. 
The structure itself can allow the whole team to become directly 
involved in the Fishbowl conversation through what is called an 
“empty chair”. 

The facilitator invites participants to self-select into the Fishbowl 
based on their passion and expertise on the chosen 
conversation topic. People can also be selected as 
stewards from multiple small group conversations 
that lead into the Fishbowl conversation. The 
Fishbowl is located in the center of the 
meeting space with all other team members 
surrounding the inner circle. 

Fishbowl Process
45 to 75 minutes, up to 500 people
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Facilitation Processes > FISHBOWL PROCESS - 40

1. Participants are encouraged to build upon the ideas of others in response to the 
facilitator’s questions.

2. Participants surrounding the fishbowl have the role of 
being active listeners and, at times, recorders.

3. Everyone in the fishbowl is provided equal 
opportunity to contribute to the conversation.

4. When using an empty chair, participants from 
the larger group can individually contribute to 
the conversation when it is opened to input by 
the facilitator. The person taking the empty 
chair is encouraged to “speak to the unspoken,” 
provoke the group to deeper thinking, or add 
what is missing in the conversation.

5. The empty chair participant speaks and then 
exits the fishbowl. Fishbowl participants can 
respond to the empty chair input or choose to 
ignore the input without being disrespectful. 

Rules of Engagement:



41 - Facilitation Processes > FISHBOWL PROCESS
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Rational Outcome: This process structure has a number of possible rational 
outcomes depending on how it is used. It can be used to connect and integrate the 
ideas from multiple small groups; it can be used to identify the big issues across a 
large group that can then be further developed through small groups; it can be used 
to explore any large group issue by using a small group to focus the conversation; or 
it can be used to facilitate an entire planning conversation using a small group in the 
presence of a large group.

Experiential Outcome: It provides transparency and allows all members of a large 
group to feel a part of a conversation. It can also allow a large group to feel hopeful, 
and complex issues can be explored in an efficient and effective way. 
 
This is an excellent process when working in a group of 30 or more. 
It allows a whole group to get aligned around an issue and to identify sub-topics that 
can be delegated to small conversation groups. It is often best used when going from 
current state through intentions, principles and tensions. Strategies can then be done 
in sub-groups. 
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Intervention Processes - 42

In some instances a facilitator must use 
intervention processes to get a group to 
move forward. It may be that a group 
is simply having a difficult time getting 
started. In other cases there may be 
underlying issues preventing progress or a 
group may be in blame mode.

All of these processes are used at the point 
of tension on the enneagram.

Intervention 
Processes

This section presents five 
intervention processes:
1. Negative Vision.

2. Confidence Line.

3. Crumple and Toss.

4. Handling Difficult Group Dynamics.

5. Ladder of Inference.
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43 - Intervention Processes > NEGATIVE VISION 

Negative Vision
30 to 40 minutes, 4 to 30 people

Process Description: There are times and situations that necessitate 
a not-so-subtle push to get groups going. A Negative Vision is developed 
during the beginning stages of a group in order to push a group through 
apathy, conflict, denial or immobility. In this process, the group is taken 
through a guided visualization and asked to identify what it would be like 
if nothing were accomplished through their work together. The facilitator 
poses the question, “What will happen if we work for one year, meeting 
every week or month, and nothing is accomplished on our task?” Standing at a flipchart, 
the facilitator asks the group, “What will be the specific consequences?” The group’s first 
impulse is to talk about the system, organization or clients.

The facilitator must push each individual in the group to personalize the consequences 
by asking questions like:

 
 

The comments elicited from the participants are charted using a different color than you 
normally use for charting.

After people disclose the negative personal consequences, the facilitator asks the 
group to reflect on what they have disclosed. Most times people comment that the

•	What	consequences	
will there be for our 
clients (students 
and families)?

•	What	are	the	
personal 
consequences for 
you professionally?

•	What	are	the	
consequences to 
you personally in 
your home life?
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Process Tips and Reminders

negative consequences are already occurring and we wouldn’t have to wait another year 
to experience these consequences. This process generally allows people to see that the 
status quo is not necessarily a desirable place to be and that the group needs to take 
actions unless it wants to experience this “picture of negative consequences” in the future.

Rational Outcome: Typically this process is utilized at the point of Tension on the 
Process Enneagram. 

Experiential Outcome: The Negative Vision Process is used to break the cycle of 
apathy and encourages a group to experience the negative consequences of their current 
way of operating (status quo is good enough), creating momentum that moves the group 
away from the negative vision elicited through the process.

This process should 
only be used when 
a whole group is 
apathetic and stuck in 
status quo mentality.

The facilitator must have a 
high degree of permission with 
the group to effectively utilize 
this process, because the facilitator 
must be in a challenging role with 
individuals and the group as a whole. 

After all the negative consequences 
are charted, the facilitator writes Negative 
Vision at the top of the chart. The chart should be 
posted in the room away from the workspace but 
easily seen by the group. The chart becomes a 
powerful 3rd point when the group falls back into 
past behaviors. 
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Confidence Line 
Process
30 to 60 minutes, 20 to 500 people

Process Description: The Confidence Line is a process that is used 
with a group from 20-500 people to surface underlying concerns 
(elephants) in a very short period of time while maintaining safety. So 
often groups waste considerable time getting some of the real issues on 
the table. People don’t put such issues on the table in groups because 
they don’t feel safe to do so. 

The process involves the following five steps:

STEP 1: Posing the Question  “On a scale of 1-10, how confident are you 
that this group of people will be successful in achieving the goals of our 
work?” 1 is the lowest level of confidence and 10 the highest.

STEP 2: Taking a Position  People are asked to physically move to an 
imaginary number line that stretches around the room.

STEP 3: Small Group Huddles  In small groups of like rankings (all the 
2s together, all the 3s together) they discuss two questions – “What is your 
rationale for choosing this rank?” and “What has to happen within the team, 
organization or system to increase our confidence level?”

STEP 4: Eliciting Answers to the Questions  Starting with the lowest 
ranking group, the facilitator listens to the answers to the two questions, 
specifically charting the answers to the second question – “What needs to 
happen to increase your confidence?”
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Rational Outcome: This a prevention strategy and is generally utilized at the point of Tension 
on the Process Enneagram. The focus is to build understanding about what it will take to 
develop the confidence of the group to be successful in their work. 

Experiential Outcome: The process creates a sense of relief for a group to finally get the real 
issues on the table. It also creates a feeling of connection when individuals discover they are 
not the only ones with certain concerns or issues.

It is extremely important to set the proper context for using this process. People 
are told that this process will in no way test their commitment to their organization or team. 

The chart becomes a “contract” for the team or organization when the 
facilitator charts the answers to the question, “What will it take to increase your confidence?” 
The answers to this question will actually improve confidence and break the cycle of apathy.

The process can be used at later points in time to measure progress relative to 
changing the culture within an organization.

Steve Zuieback, Synectics, LLC
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STEP 5: Debrief  The facilitator processes the overall responses by asking 
the following three questions:  1. What surprises occurred from the process?  
2. What insights seem most important across the group?  3. What new group 
agreements will we need to be successful?

Process Tips 
and Reminders
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Process Description: This process can be used when a group is in the 
blame mode regarding the behavior of other people who they believe are 
holding the organization or team “hostage” from making progress.

Handling Difficult 
Group Dynamics
45 to 60 minutes, up to 100 people

The process consists of the following five steps:
1. The team identifies the difficult group dynamic or behavior that they believe is 

holding the organization “hostage”. This may mean brainstorming all the possible 
dynamics and selecting the top priority. 

2. On a large whiteboard or wall covered with flipchart paper, write a circle in the 
middle and write the difficult dynamic in the circle.

3. Now ask members, one at a time, to identify the behaviors they witness that show 
evidence of this difficult dynamic (these behaviors are written in the circle under 
the difficult dynamic).

4. Ask each person (or small groups of people when you have more than 12 people 
in the overall team) to identify a time when they, themselves, demonstrated 
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Rational Outcome: The intent is to identify the underlying patterns that cause 
“negative” behaviors in teams and organizations.

Experiential Outcomes: The intent is to break the blame paradigm in a team or 
organization, and to develop understanding and compassion for those previously 
identified as difficult people. The process will mobilize a group into taking 
constructive actions in order to change group and organizational patterns.

The process takes about 45 minutes and should be completed in one meeting.

This should only be used when large numbers of people in a team or organization are 
stuck in a blame paradigm.

Steve Zuieback, Synectics, LLC
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these specific behaviors. Then ask them to identify what their reasons were for 
exhibiting the behaviors. These are then randomly written on the white board 
surrounding the circle.

5. After all these reasons have been posted, ask the individuals or small groups to 
think about what reasons underlie the difficult group dynamic. What is it about 
the team, the process, the facilitation, the organization that is truly responsible for 
these difficult group dynamics?
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Process Description: The Ladder of Inference was originally developed by Chris 
Argyris and Donald Schon but was reported in the book The Fifth Discipline by Peter 
Senge. The framework is a sequential set of questions that a facilitator can use to 
surface a set of core beliefs behind a strongly held opinion or strategy. The questions 
move a person down their “ladder” from their stated position to the underlying values 
or beliefs that drive the position.

Ladder of 
Inference
15 to 20 minutes, 2 to 30 people

The questions on the rungs 
of the ladder are:
•	What	is	the highly held position?

•	What	conclusions	have	led	you	to	this	position?

•	What	underlying	assumptions	do	you	hold	that	
support your conclusions?

•	What	past	experiences	have	led	you	to	build	
these assumptions?

•	What	actual	data	or	observations	do	you	have	
to support these assumptions and conclusions?

•	What	strongly	held	beliefs	or	values	are	at	the	
core of this line of thinking (filtering)?

Conclusions
about the Issue

Actions &
Behaviors

Past Experiences
Triggered by Issue

Data & Actual 
Observations

Beliefs that Filter 
Observations

Underlying Values RUNG 7

RUNG 6

RUNG 5

RUNG 2

Underlying
Assumptions

RUNG 3

RUNG 1

RUNG 4

To reach a new
agreement, start at
Rung 7 and move up

To gain understanding
start at Rung 1 and
move down the ladder

Ladder of Inference
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Rational Outcome: To identify the underlying value or belief that generates a 
strongly held position. 

Experiential Outcome: To find common ground in a group situation where people 
are “stuck” in their strongly held positions. Common ground is found when identifying 
common values, beliefs and evidence of values. 
 

This should be used when the facilitator determines that the group 
is stuck with differing opinions and strategies, and demonstrates that those holding 
these differing positions have credibility with the group. 

The goal is to identify the underlying belief. It may not take asking all the 
questions to surface the driving belief, but make certain that the identified belief is 
truly compelling and specific.

It may take going through the process for each strongly held 
position. Since this can take considerable time (10 minutes per position) the 
facilitator runs the risk of losing the group and their permission. Be certain that this is 
a high stakes issue and that the group is willing to reach some kind of breakthrough 
by going through the process.  

Steve Zuieback, Synectics, LLC
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51 - Intervention Processes > CRUMPLE AND TOSS

Process Description: A similar process to the Confidence Line, Crumple and Toss 
is intended to get key issues on the table as quickly as possible when safety is a big 
concern. The process is very simple. When the facilitator detects that a group is stuck 
because it isn’t safe to discuss what needs to be discussed, she asks each person in 
the group to anonymously take a ½ sheet of paper and respond to the following two 
questions:

What are the issues or concerns that are holding you and this group 
back in its work?

What needs to happen for us to begin moving this group forward? 

After each person has had the opportunity to write down their response, 
the facilitator takes the group through the following steps:

Crumple and Toss
30 to 45 minutes, 8 to 40 people

STEP 1: Crumple and Toss  People are asked to crumple their 
responses and toss them around the circle of participants. This is 
done several times with everyone eventually picking up one of the 
crumpled response sheets. 

Current
Identity

Intentions
   Strategy/
  Approach

TensionsDeep Learning

PrinciplesThe Work

RelationshipsInformation

Click to order book

http://stevezuieback.com/books-and-products/leadership-practices-for-challenging-times-principles-skills-and-practices-that-work/
http://stevezuieback.com/books-and-products/leadership-practices-for-challenging-times-principles-skills-and-practices-that-work/


Intervention Processes > CRUMPLE AND TOSS - 52

STEP 2: Reading the Responses  Each person in turn reads the 
response form they picked up. No comments are allowed during 
this process.

STEP 3: Finding the Themes  The response forms are all 
collected and put in the middle of the group. The facilitator then 
asks the group to identify the common themes, issues and solutions 
that were identified across the group.

STEP 4: Agreements  An agreement is reached in the group about 
the changes that will be implemented in order to move the group 
forward.



53 - Intervention Processes > CRUMPLE AND TOSS

Rational Outcome:
This a prevention strategy and is generally utilized at the point of Tension on the Process 
Enneagram when little or no safety exists. The focus is to identify specific actions or 
agreements that a small group needs to make to move their work forward.  

Experiential Outcome:
Like the Confidence Line, this process creates a sense of relief for a small group to finally get 
the real issues on the table. It also establishes connections, and demonstrates that the group 
can discuss tough issues openly.

The process is an intervention strategy when the facilitator detects through non-
verbal cues that a group is stuck and there is little safety (all heads are down, minimal eye 
contact) in the group to work together through the tension. It should not be used if safety 
exists in the group. 

The facilitator should avoid making direct eye contact with individuals in 
the group when processing the response forms after they have all been read. This 
prevents people from feeling blamed or singled out. 

The slips should be collected by the facilitator at the end and transcribed and 
destroyed. This is to prevent anyone from looking at handwriting to determine who said what.

Steve Zuieback, Synectics, LLC
© 2012; www.stevezuieback.com

Process Tips 
and Reminders

www.stevezuieback.com
www.stevezuieback.com


Written by Steve Zuieback

http://dalmau.com
http://stevezuieback.com


Create Sustainable Transformation 
within Your Organization
208 Banker Blvd. 
Ukiah, CA 95482 
707 463-2088 
www.stevezuieback.com

www.stevezuieback.com
www.stevezuieback.com
http://dalmau.com

