
A
Abbreviations, use of, 72
Acceptable communication styles, 42, 43
Accountability: assumption about, 24; linking, with

authority and responsibility, 273
Accuracy, checking for, 49, 58, 85
Acknowledging: the existence of the Groan Zone,

19; feelings, 43, 53; outside distractions, 142, 144
Action: premature, perceived, 267; world of, operat-

ing in the, 266
Action items, as part of the agenda, 186
Action plans, as part of the agenda, 182
Activity: designing, that encourages participation,

174; with feedback, 104
Adjectives and adverbs, priority of, 72
Advice, asking for, 149
Agenda reviews, 181, 182
Agendas: basic diagram of, 90, 160; designing, 158;

effective, 157–171, 174–187; forgetting to put
people on, 133; pathetic, creating, 156; planning,
151, 177, 187; presenting, at meetings, 187; prop-
erties of, 179; templates of, 180–186. See also
Meeting process

Agreements: obtaining, 143; stronger, 29, 37.
See also Sustainable agreements

Alignment, convergence and, level of involvement
in, 175

Alternate colors, using, 65
Alternative formats, 87, 89, 92–115
Alternative perspectives, gaining, 239
Alternatives: interdependence between, creating

more, 241, 244; searching for, 205, 213–215, 220
Ambiguity: of problems, and level of support

needed, 282; undercurrent of, creating an, 126; of
unstructured activities, inability to tolerate, 224

Ambiguous support, 284
Analogs, 215
Anecdotes and mementos, activity involving, 233
Announcements, as part of the agenda, 183, 184,

185, 186
Anonymity, preserving, 106, 148
Application, emphasis on, 239
Appreciations, giving and receiving, activity for, 234
Arrows, use of, 67
Assumptions: about accountability, 24; about follow-

through, 261; core, identifying, 239; differences
in, exploring, 253; erroneous, quick reactions
based on, 118; fixed, challenging, 240, 241; hid-

den, listing, 122, 252; manipulating, 262; and
mishandling lists, 133; re-examining, 249; revers-
ing, 254; sharing, problem of, 212

Attention: flagging, 178; focus of, 56, 63, 76, 152
Attitudes: client-centered, 308; contrasting, 199;

preliminary assessment of, 228; supportive, 137,
138. See also Suspended judgment

Audience-friendly method, 109
Authority: degree of, compensating for differences

in, 99; linking, with responsibility and account-
ability, 273; reliance on, problem of, 28, 36. See
also Person-in-charge

Autonomy, level of, optimal support based on, 283

B
Balanced discussion, maintaining a, methods for, 84
Balanced roles, keeping, 59
Balancing, 51, 57, 79, 228
Ball, G., 62
Behavior of groups. See Group behavior
Berger, D., 20, 278
Bias: challenge of, 82; preliminary assessment of,

228. See also Neutrality
Black lettering, issue with, 65
Blind spots, 212, 272
Block lettering, 64
Board meetings, 183
Body language: awareness of, 52, 77, 79; in brain-

storming, 121; staying focused with, 56
Bonds, strengthening, 169
Borders, use of, 66
Boredom, preventing, 104
Both/And Mindset, 198, 199, 239, 270, 309
Brainstorming: to create shared context, 229;

ground rules for, 120; to improve meetings, 154;
leading groups through a session of, 213; a list of
questions, 209; a list of reframes, 251; many uses
of, 122; to obtain input, 164; period after, options
for, 124; from the perspective of imaginary char-
acters, 215; tips for, 121; tool of choice for, 46;
variations of, 214; as a way of listing ideas, 98

Brainwriting, 98, 214
Breaking the ice, 102
Breakout groups, 104, 105, 115, 164, 174, 178
Breaks: returning from, after heated disagreements,

suggested format to address, 99; scheduling in,
179, 180, 181, 182; short, situations calling for,
143, 144, 149; taking, and mishandling lists, 133

INDEX
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Bridging to next topic, 60
Buddy system, 104
Bullets, use of, 66, 68
Business agendas, 181, 182, 183
Business as Usual: models reflecting, 20, 21, 192,

193, 196, 197, 204, 222, 304; moving from, to the
Divergent Zone, mood changes in, 306. See also
specific elements of Business as Usual

Business items, current, as part of the agenda, 184
Business, unfinished, 142, 182
Business-as-usual discussion: enactment of responsi-

bility during, 28; extent of mutual understanding
during, 26; facilitating the, 305; inability of, to
solve difficult problems, 10, 193, 194; mindset in,
198; and the need for facilitation, 32; quantity
and quality of participation during, 25; solutions
resulting from, 27

Buy-in, 277, 280, 282, 283

C
Calling out ideas, suggestions for, 97
Camaraderie, promoting, 169
Capacity, building, as a meeting goal, 162, 168
Capital letters, using, 64
Case studies: of applying inclusive principles,

243–247; of coming to a sustainable agreement,
195; of making meta-decisions, 294–297; of
reaching an unsustainable agreement, 194;
using, reasons for, to demonstrate inclusive prin-
ciples, 242

Casual conversation, 104
Catastrophizing, 255
Categories, creating: after brainstorming, 124; based

on predefined criteria, 126, 128, 129; described,
125; from scratch, 127, 128; understanding, 127

Categorizing: to advance the thinking, 177; after
brainstorming, 124; methods of, 128; in the real
world, 125–127; with sticky notes, 130

Chaos, appearance of, 5
Charles Schwab & Co., 294
Chartwriter role, 63, 73, 97
Chartwriter’s grip, 65
Chartwriting: adding value with, 104; frequent,

148; technique of, 61–73. See also Flipcharts
Check-ins: as part of the agenda, 179, 181, 182,

184, 185, 186; purpose of and procedure for, 146;
reasons for, 147

Choice points, 291
Circles: semi-, sitting in front of, 233; sitting in, for

structured go-arounds, 100; use of, in chartwrit-
ing, 66

Clarification, asking for, 44
Client-centered attitude, 308
Clock, using the, 79
Closed-up letters, using, 64
Closure: agendas ending with, 179; aiming discus-

sion toward, desire for, 6; bringing issues to, 166;
experiencing, 310; illusory feeling of, 193; point
of reaching, 276; push for, 14; quickly bringing,

issue of, 9, 277; reaching, mechanics of, 290–302;
temporary, providing people with, 218; without a
decision rule, 267, 269

Closure Zone: distinct steps in the, 302; facilitator’s
main task in the, 310; model reflecting the, 20,
21, 204, 222, 302, 304. See also specific elements of
the Closure Zone

Cocktail party approach, 104
Cognitive styles, differing, issue of, in categorizing,

126
Co-leaders, as meta-decision makers, 298
Color coding, appropriate use of, 65
Colors, using, in chartwriting, 65
Comments and questions, level of involvement in,

175, 176
Commitment: increasing, to outcome implementa-

tion, 102; to make decisions, 166; making a, and
staying committed, 195; ownership and, level of
involvement in, 175; to struggle, 308

Common ground: discovering, 21, 245; listening
for, 58

Communication: breakdown in, 223; of feelings,
different ways of, 53; improving, 162, 167. See
also Misunderstandings and miscommunications

Communication styles: acceptable, 42, 43; difficult,
whole-group interventions for, 142; diverse, 42,
43, 139, 141; irritating, 140, 141

Community at Work, 278, 293
Community-building, as a meeting goal, 162, 169
Compassion, gaining, 110
Competing frames of reference, moving from,

toward a shared framework of understanding,
222. See also Diverse/divergent perspectives;
Groan Zone

Competing positions, exploring differences
between, contrasting reasons for, 199

Complaints, giving people the opportunity to
voice, 219

Completion, sense of. See Closure
Complex discussions, structuring, 99
Complexity: hidden, articulating, speakers getting

ahead in, 231; of problems, and level of support
needed, 282; of tasks, reducing the, 96

Compromises, 270, 285
Concentration, outside distractions interfering

with, handling, 144
Conduct, communicating feelings through, 53
Confirmation, asking for, 55
Conflict: fearing and avoiding, 32; severity of, and

level of support needed, 282
Conformity, pressure of, 272
Confusion, 5, 14, 18, 222, 267, 290, 291. See also

Groan Zone
Connections, logical, listening for, during

chartwriting, 71
Connectors, use of, 45
Consensus, unanimity and, 276
Constraints, removing, 254
Context, shared, creating, 223, 224–231, 235
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Conventional groups vs. participatory groups, xvi
Conventional wisdom, discussion reflecting, 8, 10.

See also Business-as-usual discussion
Convergence and alignment, level of involvement

in, 175
Convergent thinking: divergent thinking vs., 6; and

the Groan Zone, 19; in an idealized model, 13,
17; prematurely promoting, 201; problem-solving
model based on divergent thinking and, ques-
tions about, 7; in a realistic model, 18; teaching
about, 145; types of, 239–262

Convergent Zone: discussion in the, 262; facilita-
tor’s main task in the, 238, 309; ingenuity of the,
262; model reflecting the, 20, 21, 145, 197, 200,
204, 222, 302, 304. See also specific elements of the
Convergent Zone

Core competency, indispensable, 21
Core values, 24, 25, 26, 27, 28, 29, 165, 311
Costs: reducing, 258; sorting by, 126, 129
Creative problem solving, promoting, 239, 240
Creative reframing, 239, 249–255, 262
Creative thinking: activities for, 213, 215; allowing

for, 119. See also Brainstorming
Creativity, prelude to, 5
Crisis, making a decision in the midst of a, 273
Critical reasoning, emphasis on, 239, 256
Critical success factors, identifying, 165
Criticism: overcoming the tendency for, 12; of the

person-in-charge, 148; premature, cost of, 118;
questioning perceived as, 225

Crowded pages, avoiding, 70
Culture change, profound, steward of, 36

D
de Bono, E., 119, 213, 215
Dead ends, reaching, 11
Debriefing, 115, 124, 215
Decision point: confusion over the, 267; early, 9,

192, 193, 196; following divergent and conver-
gent thinking, 6, 7, 13, 17; hypothetical, 4; mean-
ing of the, 266; at mid-point, announcing, 16; as
part of the Closure Zone, 20, 21, 197, 204, 302;
progress up to the, 200; in a realistic model, 18,
19; in relation to gathering diverse perspectives,
206, 213, 216, 220

Decision procedures: designing, 300; installing, 301
Decision rules, clear: establishing, benefiting from,

302; importance of, 266–274, 310; need for flexi-
bility vs., 290

Decision-makers, providing input to, that are not in
attendance, 106

Decision-making capabilities, improving, 168
Decision-making dynamics, group, 4–21, 196, 197
Decisions: confusion over reaching, 267; by delega-

tion, 268; high-stakes and low-stakes, 270, 271,
272, 273, 282, 283, 293; impact of, duration of,
level of support based on, 282; ineffective, mak-
ing, 193, 196; making, as a meeting goal, 162,
166, 184; poor timing of, 16; pseudo-, avoiding

temptation to make, 222; quickly reaching, 9, 25,
192, 196, 198, 238, 270, 290, 293; sabotaging,
273. See also Meta-decisions

Deference to the person-in-charge, overcoming
group’s tendency toward, 148

Delegation, making decisions by, 268
Desirability, sorting by, 126, 129
Desired outcomes: clarifying, 184; defining, 158,

171; producing, 177; two types of, 160, 161; view-
ing, as goals, 157. See also Meeting goals; Overall
goals

Devil’s advocate: playing, 51; thinking as a, 272
Diamond of Participatory Decision-Making, 20–21,

197, 304. See also Business as Usual; Closure Zone;
Convergent Zone; Divergent Zone; Groan Zone

Difficult decisions, 166
Difficult dynamics, dealing with, 136–154
Difficult issues, raising, 205, 216–219, 220
Difficult people, difficult dynamics producing, 139
Difficult problems: acknowledging, and creating a

structure to solve, 197; attempting to solve, as if
they were routine, 9, 10, 193, 194; level of sup-
port needed for, 282, 283

Discussion: after brainstorming, 124; back-and-
forth, discouraging, 218; and confusion over
whether a decision has been made, 267; decision
rules that encourage, 272; of decision-making
procedure, 301; early rounds of, dynamics of, 8,
50; ending, common procedures for, 299; exten-
sive, and involvement level, 174, 175; flow of,
organizing the, 77–78; focusing a, 76, 82–86; fre-
quent chartwriting during, 148; getting bogged
down during, dealing with, 143; goofing around
in the midst of, problem of, responding to, 149;
having the person-in-charge leave during, 148;
inviting groups to resume, 49; jump-starting a,
96; over categories, 128; period of, behavior dur-
ing, 266; philosophical, issue with, 127; rules to
end, explaining the need for, 300; stimulating,
using case studies for, 242; stopping point in,
reaching, 291; as a whole, taking time to reflect
on, 115. See also Business-as-usual discussion;
Open discussion

Disillusionment, 21
Disputing participants, problem of, responding to,

152
Disrespect, problem of, responding to, 150
Distractions, outside, acknowledging, 142, 144
Distrust, 16, 201
Divergent perspectives. See Diverse/divergent 

perspectives
Divergent thinking: attempted step-backs in, 15;

convergent thinking vs., 6; decisions in, 9; discus-
sion in, 8; eliciting, 98; encouraging, 25; essence
of, 306; exploring possibilities in, 12; and the
Groan Zone, 19; in an idealized model, 13, 17;
and no obvious solution, 10; problem-solving
model based on convergent thinking and, ques-
tions about, 7; reaching a dead end in, 11; in a
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realistic model, 18; teaching about, 145; timing of
decisions in, 16; types of, 205–220; typical
process flowing from, 14; volume of ideas gener-
ated by, feeling overwhelmed by, 124

Divergent Zone: facilitator’s main task in the, 204,
306; model reflecting the, 20, 21, 145, 197, 200,
204, 222, 304; moving from Business as Usual to
the, mood changes in, 306; thinking in the, types
of, 205. See also specific elements of the Divergent
Zone

Diverse communication styles: difficult dynamics
involving, 139; supporting, 141; tolerance of,
42, 43

Diverse/divergent perspectives: challenge of, 14;
and creating categories, 127; gathering, 99, 201,
204–220; group members as individuals with, 5;
honoring, 47, 204, 251; influencing and being
influenced by, 113; managing, 81–82; stating,
encouraging, 153; struggling to understand, 197;
supporting, 79; validating, 54, 83

Diversity, exploring, 104
“Divide the Time By Members” agenda format, 185
Documentation, clarifying the chartwriter’s role in

relation to, 73
Dominate participants, problem of, responding to,

149
Doyle, M., 62, 247, 253, 284, 292
Draft agendas, 187
Drawing people out, 43, 45, 53, 57, 59, 80, 220
Dual roles, playing, importance of mindset in, 59
Dysfunctional norms, 167

E
Earth tones, using, 65
Either/Or Mindset, 198, 199, 262, 309
Emergent solutions, 27
Emotional tone, attention to, 53
Emotions and feelings. See Feelings
Empathizing, 55
Empowerment, level of support based on, of group

members, 282, 283
Encouraging: described, 50; divergent perspectives,

153; expression of individual perspectives, 207;
full participation, 32, 33, 37, 62, 121, 142, 149,
151, 311; lack of, 138; in linking, 57; during open
discussion, 78; participation at the appropriate
level, 174, 179; reality-testing, 145; to support
divergent thinking, 220

Energy, boosting, in meetings, 93, 94, 102, 121
Engagement: increasing, 50; maintaining, means

of, 106
Enthusiastic support, 280, 282, 283, 285, 300
Estes, C., 292
Evaluation: criteria for, clarifying, 257; critical, tim-

ing of, 118; determining who else needs to be
involved in, 260; of meetings, providing, 106,
181, 182, 183, 184, 185, 186; of options, 165

Everyone at the wall, prioritizing through, 132

Expediency, valuing, 27, 198, 199, 271
Eye contact, staying focused with, 56, 63

F
Facial expressions: awareness of, 52; communicat-

ing feelings through, 53
Facilitative listening skills, 42–60, 213, 220. See also

specific listening skills
Facilitator bias, avoiding. See Neutrality
Facilitator role: in agenda planning, 187; balancing

the, with another role, 59; functions of the,
32–37, 235, 311; in installing the decision proce-
dure, 301

Facilitators: challenges facing, 82, 149–153; as
chartwriters, 63; needing, reasons for, 32; oppos-
ing, 235; potential solutions offered by, rejection
of, 242; tips for, on brainstorming, 121

Facts and opinions, gathering, activity for, 210
Fallback procedure, 292
False advice, group members giving, 272
Familiar opinions and territory, discussion involv-

ing, 8, 10. See also Business-as-usual discussion
Fast-paced thinking, 238
Favorites, playing, avoiding the appearance of,

77, 80
Feasibility, sorting by, 129
Feedback: activity with, 104; giving and receiving,

activity for, 234; seeking, during meetings, 164
Feeling and thinking together, 276
Feeling words, ending meetings with, 101
Feelings: acknowledging, 43, 53; allowing group

members to write about, 106; communication of,
different ways of, 53; identifying and legitimiz-
ing, 54, 55; lingering, informing of, 147; nega-
tive, giving people the chance to vent, 219;
taking turns sharing, 218; talking about, schedul-
ing time for, 167

Feinstein, N., 234
First-draft thinking. See Rough-draft thinking
Fishbowls, 95, 111, 149
Fisher, R., 244
Fisk, S., 20
Fixed positions, problem of, 26, 34, 35, 213, 215,

262
Flexibility, 235, 290
“Flip a Coin” method, making decisions by, 268,

271
Flipchart-paper, hanging sheets of, benefits of, 62
Flipcharts: benefit of, 62; labeling, 73; for listing

ideas, 97, 98; mishandling, 133; as parking lots,
57, 150; person responsible for recording on, 63;
vs. PowerPoint slides, 108; for writing proposals,
293, 300, 301. See also Chartwriting

Flow of discussion, organizing, 77–78
Flowcharts, 68, 165
Focal person, using a, 225, 226, 229
Focus: of attention, 56, 63, 76, 152; on developing

skills, 168; of discussions, 76, 82–86; helping peo-
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ple to, 235; of participants, preserving, 94; on the
process, not content, 143; shifting, helping mem-
bers with, 147

Follow-through, poor, problem of, responding to,
151, 261

Format, in chartwriting, 68–69
Frame, the, setting, 114, 301
Frames of reference, multiple. See Diverse/divergent

perspectives
Framework of understanding, sharing a. See Shared

framework of understanding
Framing, 86
Full participation: benefit of, 29; as a core value,

described, 24; effect of, 25; encouraging, 24, 32,
33, 37, 62, 121, 142, 149, 151, 311; strengthen-
ing, 62

Full responsibility, person-in-charge assuming, 273

G
Gallery tour, the, 105
Genuinely liked items, all, voting for, 131
Geschka, H., 214
Global Access Technologies, 294
Goals: asking a person-in-charge about, questions

for, 171; new, listing, and listing obstacles, 122;
shared, underlying, searching for, 241; viewing
desired outcomes as, 157. See also Meeting goals;
Overall goals

Go-arounds. See Structured go-arounds
Good ideas, strengthening, 239, 256–261, 262
Goofing around, problem of, responding to, 149
Gradients of Agreement Scale: adapting the, 286;

benefit of, 310; describing, to the group, 301;
description of, 278; reading the, 280, 281, 284,
285; showing the, 300; using the, 279, 292

Gray, B., 245
Green Party, chapters of the, 276, 292
Griggs, R. E., 215
Groan Zone: agony of the, 307; existence of,

acknowledging the, 19; facilitator’s main objec-
tive in the, 222, 308; guiding a group through
the, demonstrating ability in, 83; idealized
sequence lacking in the, 192; inevitability of the,
197; knee-jerk reaction plunging groups into the,
124; levels of involvement that push groups into
the, 175; major cause of frustration and confu-
sion of the, 231; model reflecting the, 20, 21, 197,
200, 204, 304; needing relief from the, 232; philo-
sophical discussion putting groups into the, 127;
pressure felt by the person-in-charge in the, 277;
and pseudo-solutions, 193; struggle of the, 262;
surviving the, and the need for facilitation, 32;
synonym for the, 76; teaching about the, 145;
temptation to make a pseudo-decision in the,
222; types of thinking in the, 223, 224–234, 235.
See also specific elements of the Groan Zone

Ground rules: for brainstorming, 120; in building a
list, 92, 97, 154; clear, establishing, importance

of, 119; and group behavior, 92; proposing, to
deal with disrespectful behavior, 150; reviewing,
213, 215; for small groups, 103; in structured 
go-arounds, 100, 101

Group behavior: different domains of, 266; effect
of decision rules on, 274; following a misunder-
standing, 223; patterns of, discussing, 145; shift-
ing, 92

Group cohesion, building, 147
Group decision-making dynamics, 3–21, 196, 197
Group dynamics, educating members about, 142,

145
Group integrity, restoring, 115
Group members: as human, 5; as meta-decision

makers, 298
Group memory, power of, 62
Group norms, 33, 51, 138, 167
Group voice, writing with a, 72
Groups: participatory vs. conventional, xvi;

stronger, 24, 29, 37, 311. See also Small groups;
Whole groups

H
Habits of thought, breaking, 252
Hammond-Landau, J., 64
Helpful people/resources, listing, 122
Hidden beliefs or assumptions, listing, 122
Hierarchy, speaking in a, 148
High autonomy, level of support necessary for, 283
High investment, level of support necessary for, 283
Highlighting, use of colors for, 65
High-priority items, selecting, 124, 131, 132, 165
High-stakes decisions: level of support needed for,

282, 283; major decision rules for, uses and impli-
cations of, 270, 271, 272, 273; and reaching clo-
sure, 293

Hog Farm, the, 276
Hollister School District Strategic Planning Team,

296
Honest advice, group members giving, 272
Hope, instilling, 58
Hospitality Valuation Financial Services, 295
Hot colors, using, 65
Hypothetical model, 4

I
Idealized models, 13, 17, 192
Ideas: attachment to, 5; calling out, suggestions for,

97; emphasis on, 205, 213; fairly treating all, 121;
gathering, 47, 213; good, strengthening, 239,
256–261, 262; ignoring, 42; posting, on sticky
notes, 210; testing out, 110; volume of, generated
by divergent thinking, feeling overwhelmed by,
124; world of, operating in the, 266. See also List-
ing ideas

Imagination, use of, encouraging, 119, 238
Impact, duration of, level of support needed based

on, 282, 283
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Impartiality. See Neutrality
Implementation: attempted, and subsequent break-

down in, 193; and confusion over whether a deci-
sion has been made, 267; period of, behavior
during, 266; successful, 192, 200, 261, 280

Importance: overall, level of support needed based
on, 282, 283; sorting by, 126, 129

“Improvables” and “Strengths” lists, 154
Inaction, perceived, 267
Inclusive principles, applying, 239, 240–248, 262
Inclusive solutions: benefit of, 29; as a core value,

described, 24; creating, 197, 200; developing, 201,
238–262; effect of, 27; fostering, 32, 35, 37, 311;
searching for, 198, 201, 285, 309

Inconsistency, issue of, 290
Indenting, in chartwriting, 70
Individual needs, backing up from solutions to,

activity for, 227
Individual perspectives: answering questions based

on, 211; encouraging participants to speak their
own, 205, 207; need to express, 6; stepping back
from, 218; suspending, to look at the world
through another perspective, 226. See also
Diverse/divergent perspectives

Individual writing: for creating shared context, 228;
and involvement level, 176; as a participation for-
mat, 95; procedure in, 107; for raising difficult
issues, 219; recommended uses of, 106, 148; start-
ing with, 93; switching to, 142; time estimates
for, 178

Individuals: characteristic of, 5; stronger, 29, 37,
311; working as, benefit of, 93

Information-sharing, as a meeting goal, 162, 163
Innovative ideas, searching for. See Searching for

alternatives
Innovative solutions, generating a list of, 96
Input: obtaining, as a meeting goal, 162, 164, 170,

174, 184; providing, to decision-makers and
sponsors not in attendance, 106

Inquiry, new directions for, listing, 122
Insight, gaining, 110
Inspiration, sources of, listing, 122
Integration: struggle for, 18, 222, 223; tool for sup-

porting, 62. See also Groan Zone
Integrative response, 85, 86
Integrity of the group, restoring, 115
Intentional silence, 56
Interest groups, 113
Interpersonal communication, emphasis on, 223
Interrupting the stack, 77, 87, 150
Interruptions: in brainstorming, not allowing, 121;

in check-ins, stopping, 146; many, problem of,
responding to, 150

Introduction, providing an, to an open discussion,
87

Investment level, optimal support based on, 283
Involvement levels, 174, 175–176
Item by item, prioritizing through, 132

J
Janis, I., 272
Jigsaw, 95, 113, 149
Jigsaw groups, 113
Joint ventures, doing, with new partners, 241
Joyful intensity, 309
Judgment, suspending. See Suspended judgment
Jump-starting discussions, 96, 98

K
Kaner, S., 20, 278, 292
Kaner’s Meta-Decision, 292, 293, 294–297
Key members as meta-decision makers, 298
Key themes and points: identifying, 113; restating,

60
Key words, meanings of, exploring, 253
Knee-jerk reactions, 124
Knowing each other, opportunity for, activities pro-

viding, 233

L
Labeling flipcharts, 73
Language, communicating feelings through, 53
Large groups. See Whole groups
Large-scale goals and small-scale goals, distinguish-

ing between, 230
Larkin Street Youth Services, 297
Last meeting’s minutes, adoption of, 183
Lateral Thinking (de Bono), 213
Layout of charts, 68–70
Letter size, in chartwriting, 70
Lettering, in chartwriting, 64
Lind, L., 20
“Line ’Em Up & Knock ’Em Down” agenda format,

184
Lingering feelings, informing of, 147
Linking, 43, 57, 150
Listening: careful and responsive, concentrating on,

222; during chartwriting, tips and techniques for,
71; for common ground, 58; facilitative, skills for,
42–60, 213, 220; in fishbowls, 111; with a point
of view, 59. See also specific listening skills

Listing ideas: approach to, variations in, 98; debrief-
ing after, 115; experiencing suspended judgment
during, 306; ground rules for, 92, 97, 98; and
involvement level, 176; as a participation format,
95; procedure in, 97; recommended uses of, 96;
simultaneously, 154; switching to, 142, 149; time
estimates for, 178. See also Brainstorming

Lists: of action items, for status reports, 186; build-
ing, 177; categorizing, 124, 125–127, 128, 130,
177; culling, 92, 124; dividing, by three, 131; of
hidden assumptions, 122, 252; long, managing,
tools for, 124–132; mishandling, 133; of possible
topics, 187; postponing consideration of, 133;
publishing, 133; of questions, 209; of reframes,
251; shortening, issue with, 133; sorting, 124,
125, 126, 127, 128, 165; of stakeholders, making,

bindex.qxp  1/13/07  7:54 PM  Page 330



331

212; use of, in chartwriting, 68. See also Listing
ideas

Logical connections, listening for, during chartwrit-
ing, 71

Long-term goals, nesting of short-term goals within,
159

Long-term impact, level of support needed based
on, 282, 283

Long-term stability, locating resources to support, 248
Long-term sustainability, consideration of, 248, 256
Low autonomy, level of support necessary for, 283
Low investment, level of support acceptable for, 283
Low participation, by entire group, problem of,

responding to, 149
Low-stakes decisions: level of support acceptable

for, 282, 283; major decision rules for, uses and
implications of, 270, 271, 272, 273; and reaching
closure, 293

Lukewarm support, 281, 282, 283, 285, 300

M
Main event, as part of the agenda, 182
Major topics, as part of the agenda, 181
Majority agreement with outliers, addressing, issue

of, 285
Majority vote, making decisions by, 267, 271, 272,

274, 292
Making space, for quiet people, 52, 79, 99, 152,

217, 220
Management-team meetings, ongoing, format for,

181
Margins, in chartwriting, 70
Marshall Medical Center, 295
Matrices, use of, 68
Meaningful solutions, key to, 105
Meaningful themes, assessing, activity for, 228
Meeting goals: achieving, 174; asking a person-in-

charge about, facilitative questions for, 171;
choosing and defining, 170; defining, 179, 185,
187; designing activities for, 176, 177, 179; distin-
guishing between overall goals and, 159, 160,
161; planning the agenda for, 177, 182; setting,
187; stating, 179, 181, 182; types of, 162–169

Meeting process: common view of the, 90; design of
the, by default, 91; effective management of the,
94; stepping out of the content and talking
about, 15; stepping out of the content and talk-
ing about the, 142, 143, 153. See also Agendas

Meetings: board, 183; boosting energy in, 93, 94,
102, 121; closing, suggested format for, 99, 101,
181, 182, 183, 184, 185; continuous improve-
ment of, 154; evaluation of, providing, 106, 181,
182, 183, 184, 185, 186; improving, listing ways
of, 122; ongoing management-team, 181; open-
ing, suggested format for, 99, 181, 182, 183, 184,
185; personal way to begin, 146, 147; project
team, 186; setting outcomes for, 170; special-
purpose, 182; staff, 184, 186; starting and ending

late, problem of, responding to, 151; three com-
ponents of, 157; time frame of, goals designed to
be achieved in the, 159; tips and techniques for
chartwriters after, 73

Mementos and anecdotes, activity involving, 233
Memory, short-term, issue of, 62
Mental activity, essential, contrasting, 199
Meta, meaning of, 291
Meta-decision makers, options for choosing, 298
Meta-Decision step: describing and adapting the,

300; examples of the, 294, 295, 296, 297; in
reaching closure, 293

Meta-decisions: benefit of, 310; definition of and
description of, 291; and designing the decision
procedure, 300; and installing the decision proce-
dure, 301; real-life examples of, 294–297; three
types of, 292

Michalko, M., 254
Milestone Map, 159, 165
Milestones, defining goals and, activity for, 230
Mindsets: importance of, in playing dual roles, 59;

for solving problems, 198–199, 239; trapped in,
262

Minimal participation, problem of, responding to,
151

Minority opinions, contrasting attitudes towards,
199

Minutes, adoption of, from the last meeting, 183
Mirroring, 46, 47, 80, 97, 213
Misperceptions, correcting, opportunity for, 226
Misunderstandings and miscommunications:

behavior following, 223; divergent perspectives as
a cause of, 14, 81; helping people to clear up a,
222, 229, 231, 235; inevitability of, 34; as normal
and natural, 21; periods of, 139, 175; unrecog-
nized, discovering, and acting on, 167; unspoken
assumptions causing, identifying, 253

Modeling, 306
Modification, points of, 120
Momentum, building, 94
Mood changes, dramatic, 306
Mood check, time for a, 146, 147
Morale, boosting, 169
Multiple frames of reference. See Diverse/divergent

perspectives
Multiple Time Frames map, 159
Multi-tasking, 95, 105
Multi-topic, multi-station method, 98
Mutual understanding: benefit of, 29; better, activ-

ity leading to, 211; building, 111; continuing to
work toward, decision rule that encourages, 270,
274; as a core value, described, 24; developing,
127; effect of, 26; foundation of, strengthening
the, 232; promoting, 32, 34, 37, 222, 225, 226,
311; reconciling diversity through, 82; struggle
for, teaching about, 145. See also Shared frame-
work of understanding

Myth, about silence, 51
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N
Naming conversations, 49
Naming feelings, 53
Needs, backing up from solutions to, 227, 241
Neutrality: in brainstorming, 121; establishing, 46,

63; maintaining, means of, 85; preserving, using
case studies for, 242; rule of, violation of the,
avoiding, 80, 84

“New Business/Old Business” agenda format, 183
New goals, listing, 122
New partners, doing joint ventures with, 241
New perspectives, consideration of, 12
New problems, discovery of, responding to, 153
New skills, trying out, 110
New thinking, prompting, 210
Next steps: recording, 184; reviewing, 184, 185;

sorting by, 129
Norms, group, 33, 51, 138, 167
Nouns, priority of, 72
Numbering chart pages, 65, 73
Nutt, P. C., 282

O
Objections, honoring, 235
Objectives, short-term, staying clear about, 94
Observations: asking for, 210, 211; and interpreta-

tions, giving and receiving, activity for, 234
Obstacles, listing, 122
“Old Business/New Business” agenda format, 183
One-at-a-time calling out, 97
Ongoing management-team meetings, format for,

181
Ongoing staff meetings, 184
Open discussion: alternatives to, 87, 92–115;

description of, 76; facilitating, techniques for,
76–87; formats for, 69; giving each group member
a chance to prepare for, 106; introducing an, 87;
and involvement level, 176; process of, slipping
into, 91; for quick business items, 181; reliance
on, 95; shifting from, to deal with difficult
dynamics, 149; structuring subconversations dur-
ing, 99; time estimates for, 178

Open questions, listening for, during chartwriting,
71

Open-ended questions, asking, 45, 144, 207
Opinions, different/diverse. See Diverse/divergent

perspectives
Opinions, familiar, discussion involving, 8, 10.

See also Business-as-usual discussion
Oppressive norms, 33
Optimal support, 283
Options, evaluating, 165
Orbit diagrams, use of, 68
Osborn, A., 120
Outcomes: as a component of meetings, 157, 158,

174; expected, two types of, 199; ownership of,
28, 102, 290; poor, reasons meetings can produce,
196; setting, 114, 170. See also Desired outcomes

Outliers, objections of, addressing, issue of, 285
Outside distractions: acknowledging, 142, 144;

informing group of, 146, 147
Overall goals: asking a person-in-charge about, facil-

itative questions for, 171; clarifying, 187; defin-
ing, 179, 185; distinguishing between meeting
goals and, 159, 160, 161; listing possible, and
deciding on, 170; milestones and, defining, activ-
ity for, 230; setting, 187; stating, 179; summariz-
ing, 186

Overviews, beginning with, 179
Ownership: and commitment, level of involvement

in, 175; connotation of, 280; of outcomes, 28,
102, 290

P
Pairs, working in, benefit of, 93
Paper and pens, bringing extra, to meetings, 107
Paradigm shift, 239, 251
Paraphrasing: and acknowledging feelings, 53; in

brainstorming, 213; described, 44; to draw people
out, 45; formal version o, 46; and gathering ideas,
47; increasing frequency of, 150; in linking, 57;
and listening with a point of view, 59; for sum-
marizing, 43; to support divergent thinking, 220;
in validating, 54; when facilitating an open dis-
cussion, 80

Parking lots, 57, 150
Participation: broadening, techniques for, 78–79,

84; effects of different decision rules on, 274; for
sharing information, 163; strengthening, 94. See
also Full participation

Participation formats: selecting, in designing an
agenda, 176; types of, 95–113; varying, 92, 93, 94.
See also specific participation formats

Participation level. See Involvement levels
Participatory decision-making model, 18, 19, 20–21,

197
Participatory groups vs. conventional groups, xvi
Participatory values, 24–29, 311
Partners: new, doing joint ventures with, 241; for

small groups, telling participants how to find,
103

Partnerships, unusual, case study of, 247
Past lessons, listing, 122
Patience, 147, 225, 235, 308
Patterns: dysfunctional, uncovering and exploring,

167; recurring, trapped in, 138; underlying, iden-
tifying, 165

Payoffs and risks, exploring, 258
Pens and paper, bringing extra, to meetings, 107
Perceived problems and reframed problems, differ-

ences between, 250, 251
Perceptions, stating, of group members, activity for,

234
Permission, giving people, to express reactions on a

personal level, 218
Perseverance, 308
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Persistent response, 85, 86
Person by person, prioritizing through, 132
Personal level, expressing reactions on a, giving per-

mission for, 218
Person-in-charge: asking a, about goals, facilitative

questions for, 171; assuming responsibility, 273;
deference to the, overcoming group’s tendency
toward, 148; diagramming options of the, 291;
flexibility desired by, 290; helping the, to design a
decision procedure, 300; as meta-decision makers,
298; poor timing of decisions made by, 16; pres-
sure felt by, 277. See also Authority

Person-in-charge decides: after discussion, 268, 272,
274, 290; without discussion, 268, 273, 274. See
also Meta-decisions

Person-in-charge role: in agenda planning, 187; in
installing the decision procedure, 301; in reach-
ing closure, 291

Perspectives: alternative, gaining, 239; collecting,
205; each other’s, learning more about, activity
for, 225; individual, 6, 205, 207, 211, 218, 226;
key, omitting, 212, 260; listing, of those not pre-
sent, 122. See also Diverse/divergent perspectives

Philosophical discussion, issue with, 127
Philosophy, underlying, contrast in, 199
“Pick one and say why” polling method, 287
Point of view, listening with a, 59
Points of view, different/diverse. See Diverse/divergent

perspectives
Polarized positions: caught between, 51; isolation

from, 58; and listing ideas, 96
Polling: to assess level of support for a proposal,

279, 292, 293; to determine how much contro-
versy exists, 51; methods of, 287; process of,
describing the, 300, 301

Popcorn method, 101
Positions: fixed, problem of, 26, 34, 35, 213, 215,

262; polarized, 51, 58, 96
Possibilities, exploring, 12
Possible topics, identifying and listing, 187
PowerPoint slide presentations, 108
Practicing lettering, 64
Preliminary assessment, activity for, of attitudes

and biases, 228
Premature criticism, cost of, 118
Presentations and reports: improving, 108; level of

involvement in, 175, 176; as part of the agenda,
183; reliance on, 95; for sharing information, 163

Previous meetings, learning from, 154
Printouts, distributing, of agendas, 179
Prioritizing items, 124, 131, 132, 165, 184
Private reflection, providing, 106
Problems: components of, identifying, 205, 206,

255; creatively solving, promoting, 239, 240;
defining and analyzing, 165; dividing, into inde-
pendent parts, 241; exploring what’s unchange-
able about, 252; idealized sequence lacking in,
192; identifying root causes of, 165; listing under-

lying causes of, 122; mindsets for solving,
198–199; recentering central cause of, 255; simi-
lar, finding out how others solved, 241; two ways
of looking at, 250, 251. See also Difficult prob-
lems; Routine problems

Problem-solving capabilities, improving, 168
Problem-solving model, unanswered questions

about, 7
Process: as a component of meetings, 157, 158, 174;

of consensus, 276; explaining the, 100; setting
the, 114. See also Meeting process

Process design: to achieve a meeting goal, 174, 177;
by default, 91; estimating time in, 178; latitude
in, 176; as part of creating effective agendas, 158;
tool to assist in, 175. See also Agendas

Professionalism, chartwriter’s demonstrating, 73
Program staff meetings, 186
Project team meetings, 186
Proofreading, encouraging, 72
Proposals: effect of, on each participant, activity for

understanding, 229; writing down, importance
of, 293, 300, 301

Proposed decision-making procedure: showing the,
301; writing a, 300

Pseudo-decisions, avoiding temptation to make,
222

Pseudo-solutions, 193

Q
Q & A sessions, 108, 139
Quaker saying, 24, 276
Questioning: anything that seems impossible, 241;

the idealized model, 17; the problem-solving
model, 7

Questions: central, when facilitating an open dis-
cussion, 76; and comments, level of involvement
in, 175, 176; direct, asking, benefit of, 224, 225;
exploring, using idea-listing for, 96; facilitative,
for asking a person-in-charge about goals, 171;
lists of, brainstorming, 209; for making mental
shifts, examples of, 249; open, listening for, dur-
ing chartwriting, 71; open-ended, asking, 45, 144,
207; posing observations as, 53; restating, that
began a discussion, 60; selecting, for debriefing,
115; stating group tasks in the form of, 97

“Quick Business” agenda formats, 181, 182
Quick decisions, coming to, 9, 25, 192, 196, 198,

238, 270, 290, 293
Quick reactions, erroneous assumptions as basis

for, 118
Quiet people, making space for, 52, 79, 99, 152,

217, 220

R
Ratification, 301
Rationale, setting the, 114
Realistic models, 18, 19, 20–21, 197, 304
Reality-testing, encouraging, 145
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Recentering the cause, 255
Reflection, providing time for, 106, 115, 124, 138
Reflections, asking for, 210, 211, 218, 226
Reflective listening techniques. See Mirroring; 

Paraphrasing
Refocusing, deliberate, 84
Reframed problems and perceived problems, differ-

ences between, 250, 251
Reframing, creative, 239, 249–255, 262
Relationships: building, 102, 146, 232; strengthen-

ing, 167, 223, 232–234, 235; working, context of,
broadening the, 232

Repetition, use of, 121
Repetitive talking by participants, problem of,

responding to, 153
Report-back process, building in a, 151
Reports. See Presentations and reports
Requirements, specifying, activity for, 208
Resource analysis, conducting a, 165, 259
Resources: consideration of, in advance, 261;

locating, to support long-term stability, case
study of, 248; searching for, from unusual
sources, 241, 247

Respect: importance of, 43, 54, 63; lack of, problem
of, responding to, 150; need for, 148

Respectful norms, lacking, 138
Responses: calling for, 84; integrative, 85, 86
Responsibility: even distribution of, 261; linking,

with accountability and authority, 273. See also
Shared responsibility

Retail Employee Performance Support, 294
Revision, 300, 301
Risk assessment, conducting a, 165
Risks, reducing, 258
Risky subjects, surfacing of. See Difficult issues,

raising
Robert’s Rules, simplified, agenda format reflecting,

183
Roleplays, 95, 110
Rolestorming, 215
Rolling up flipcharts, 73
Rosenberg, M., 246
Rough-draft thinking, 65, 95, 118, 138. See also

Brainstorming
Rough-draft versions, producing, for written prod-

ucts, 106
Round robin. See Structured go-arounds
Routine problems: attempting to solve difficult

problems like, 9, 10, 193, 194; level of support
acceptable for, 282, 283

S
Safe territory, 8
Safety, sense of, establishing, 51, 83, 102, 167
San Jose Mercury News, 243
San Lorenzo School District Facilities Planning

Group, 296
Santa Cruz Gardens School, 296
Schaude, G. R., 214

Schlicksupp, H., 214
Schmidt, B., 233
Scrambler, 95, 112
Searching for alternatives, 205, 213–215, 220
Second wind, expecting a, 121
Secret ballot, 124, 271, 287
Securing flipchart pages, 73
Seed, J., 248
Selection criteria, defining, 165
Self-censorship, problem of, 25, 33, 118
Self-congratulation, issue with, 133
Self-managing discussions, 262
Self-selection, 241
Semi-circles, sitting in front of, 233
Sentences, easy-to-read, 72
Sequence of topics, belief about meeting process

and, 90
Sequencing, 83, 85, 87, 150, 177
Settling in, allowing for, 103, 107
Seva Foundation, 276
Seven words or less, ending meetings with, 101
Shared context, creating, 223, 224–231, 235
Shared framework of understanding: building, 26,

175, 200, 201, 222–235, 270, 304, 308; integrat-
ing perspectives into a, 270; moving from com-
peting frames of reference toward a, 222. See also
Mutual understanding

Shared responsibility: benefit of, 29; as a core value,
described, 24; cultivating, 32, 36, 37, 311; effect
of, 28; for reaching a result, 200

Short-term goals, nesting of, within long-term
goals, 159

Short-term impact, level of support acceptable for,
282, 283

Short-term memory, issue of, 62
Short-term objectives, staying clear about, 94
“Show of hands” polling method, 287
Showing written work, expectations of, advising on,

107
Sibbet, D., 67
Side conversations, problem of, responding to, 152
Silence: categorizing in, 130; intentional, 56; myth

about, 51, 277; observation in, 104; tolerating,
86, 97, 121; writing in, 214

Simple decisions, 166, 293
Simple problems. See Routine problems
“Simultaneous declaration” polling method, 287
Simultaneous exploration, 102
Simultaneous speakers, 109
Simultaneously listing ideas, 154
Sitting arrangements, 100, 233
Skill-building, format for, 104
Skills: developing, focus on, 168; trying out, that

are new, 110
Skills, listening, facilitative, 42–60, 213, 220. See

also specific listening skills
Small group jump-start, 98
Small groups: breaking into, procedure for, 103;

dealing with difficult dynamics in, 142, 148, 149,
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152; debriefing after breaking into, 115; doing
write-ups in, to advance the thinking, 177; and
involvement level, 176; as a participation format,
95; recommended uses for, 102; time estimates
for, 178; using, for multi-tasking, 105; variations
of, 104

Small-scale goals and large-scale goals, distinguish-
ing between, 230

Solutions: backing up from, to needs, 227, 241;
expedient, 27; including troublemakers in, case
study of, 246; innovative or unconventional,
generating a list of, 96; meaningful and broadly-
supported, key to, 195; no easy, problems with,
issue of, 10; obvious, 9; potential, offered by facil-
itators, rejection of, 242; pseudo-, 193; so-called,
based on eliminating symptoms, 139; workable,
25. See also Inclusive solutions

Spacing, in chartwriting, 70
Speaking freely, 205
Speaking invitation, creating a, 52
Speaking order, creating a, 48, 77, 148
Speaking, people that refrain from, addressing issue

of. See Quiet people, making space for
Spectrum Group Consulting Services, 294
Speed dating, 104
Sponsors, providing input to, that are not in atten-

dance, 106
Spontaneity, stifling, 138
Stacking: advantages and limitations of, 78;

described, 48; explaining, 87; and interruptions,
77, 87, 150; in linking, 57; to support divergent
thinking, 220

Staff meetings, 184, 186
Stakeholders: buy-in of, and level of support neces-

sary, 282, 283; listing, 212; as meta-decision mak-
ers, 298

Stars, use of, 66
Starting positions, stating, activity for, 211
Statements, edit and/or wordsmith, 165
Status and rank differences, compensating for, 99
Status report agenda format, 186
Step-backs, attempted, 15
Sticky notes, using, 98, 130, 210, 230
Stockholder’s requirements, specifying, activity for,

208
Straight lettering, 64
Straus, D., 62, 247, 253, 292
Straw vote, 131
“Strengths” and “Improvables” lists, 154
Strings, 177, 179
Stronger individuals, groups, and agreements, 24,

29, 37, 311
Structure: creating, 197; providing, 96, 119, 165,

204, 220; underlying, of effective agendas, 180
Structured go-arounds: approach to, variations

in, 101; for check-ins, 146, 147; for debriefing,
115; in the Divergent Zone, 205, 206, 306; and
involvement level, 174, 176; as a participation
format, 95; procedure in, 100; for raising difficult

issues, 218; recommended uses of, 99; for select-
ing high-priority items, 132; for surveying the ter-
ritory, 206, 211; switching to, 142; time estimates
for, 178

Structured thinking, offering an opportunity for,
204, 206, 224, 249, 256, 262

Subgroups, working in, benefit of, 93
Success factors, critical, identifying, 165
Successful implementation, 192, 200, 261, 280
Suggestions: asking for, 235; listening for, 71; seek-

ing, 164
Summarizing, 43, 44, 49, 58, 60, 97, 153, 218
Summary statements, listening for, during

chartwriting, 71
Support for proposals, 280, 281, 282, 283, 284
Support from facilitators, need for, 54, 222, 235,

308. See also Facilitative listening skills
Support Seat activity, 233
Supportive attitude, 137, 138
Surfacing issues. See Difficult issues, raising
Surveying the territory, 205, 206–212, 220
Suspended judgment: in brainstorming, 120, 121,

122, 214; educating members about, 47, 142, 306;
in listing ideas, 92, 97, 98, 154; questions about,
and answers, 119

Sustainability, long-term, consideration of, 248, 256
Sustainable agreements: building, principles for,

192–201; case study of, 195; decision rules with
the best chance of producing, 270; enabling, 32,
35; facilitating, 201, 304–311; heart of, 262; ideal-
ized sequence leading to, 192; keeping on work-
ing toward, inspiring group members to, 242;
laying the foundation for, part of, 21; producing
pseudo-solutions instead of, 193; reaching, goal
of, 198; teaching about, 145. See also Unanimity

Symbols, using, in chartwriting, 66–67, 154
Symptoms, eliminating, so-called solutions based

on, 139

T
”Talk, then switch” approach, 104
Talking stick method, 101
Tangents: activity for taking seriously, 231; going

on, 5
Tasks: making significant headway on, format for,

104; overview of, providing, and then clarifying
with detailed instructions, 103, 107; setting, 114;
specific, advancing the thinking on, 165; well-
defined, committing to, by specific times, 261

Team meetings, 186
Teamwork: assigning, 151; ways to build, listing,

122
Tempers, flared, allowing members to write about,

106
Tension: dealing with, 167; difficult dynamics lead-

ing to, 139; in the Groan Zone, 235; involved in
categorizing, 126; between need for flexibility vs.
clarity, 290; tolerating, 175

Text lines: spacing between, 70; use of colors in, 65
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Themes: asking for, 86; grouping ideas into, 130;
identifying, 113; informal discussion of, 104; los-
ing track of, 5; meaningful, assessing, activity for,
228; restating, 60; sorting ideas into, 165

Thick-lined letters, using, 64
Thinking: advancing the, as a meeting goal, 162,

163, 165, 166, 177; fast-paced, 238; and feeling
together, 276; including “devil’s advocate” form
of, 272; new, prompting, 210; point that sepa-
rates, from action, 266; in public, injunctions
against, 136, 138; refinement in, 238, 239, 262;
rough-draft, 65, 95, 118, 138; under stress, symp-
toms exhibited in, 139; structured, opportunity
for, offering an, 204, 206, 224, 249, 256, 262;
whole new way of, doorway into a, 153. See also
Convergent thinking; Divergent thinking

Thoughts and learnings, asking people to share,
103, 207

Three complaints activity, 219
Time: dividing, by group members, 185; expected,

setting the, 114; more, negotiating for, 241; most
efficient use of, 119; remaining, announcing the,
97, 103, 107, 121; for training, scheduling in, 168

Time estimates: giving, before beginning an activ-
ity, 97, 100, 103, 107; making, for activities, 158,
174, 178; realistic, reporting, 179; typical, for
small group variations, 104

Time investment: in agenda planning, 187; in cre-
ative reframing, initial resistance to, overcoming,
251; in determining who else needs to be con-
sulted, 260; for solving problems, mindsets
and, 199

Time limits: clear, establishing, 119, 121; maxi-
mum, for processes calling for suspended judg-
ment, 119

Time needed, sorting by, 129
Time requirements, for meetings, 181, 182, 183,

184, 185, 186
Timing, poor, 16, 118
Titling pages, 72, 73, 154, 208, 209, 210, 231
Toldi, C., 20
Tolerance, 119, 175, 235, 308
Tone of voice, communicating feelings through, 53
Topics: as a component of meetings, 157, 158, 174;

deepening understanding of, 102; defining and
distilling, 113; different, discussing, at the same
time, problem of, responding to, 150; goals for,
defining, 160; identifying, 158, 170, 179; major,
as part of the agenda, 181; overview of, providing,
100; possible, identifying and listing, 187; reduc-
ing complexity of, 96; restating, 100; sequence of,
belief about meeting process and, 90

Toss the beanbag method, 101
Tour groups, 105
Tracking, 49, 85, 150
Tradeshow, 95, 109
Tradition, breaking with, case study of, 243
Training time, scheduling, 168
Transitioning to meetings, 146, 147

Trends, major, increasing knowledge of, 168
Triads, working in, benefit of, 93
Trigger method, the, 214
Trivial procedures, quibbling over, problem of,

responding to, 153
Troublemakers, including, in the solution, case

study of, 246
Trust-building: and check-ins, 147; and mirroring,

46; tool for, 225
Trust-levels, 235
Truth, the: courage required for speaking, 148;

holders of, saying about, 24; supporting expres-
sion of, 54

2–4–2 approach, 104
2–4–8 approach, 104
“Two rounds or more” approach, 104
“Two rounds” polling method, 287
Two Truths and a Lie activity, 233

U
Unacceptable communication styles, 42, 43
Unanimity: power of, 276; striving for, 276–287;

switching from, to majority vote, 292; using, as
the decision rule, 148, 268, 270, 272, 274, 276,
292

Unanimous, meaning of, 276
Unconventional solutions, generating a list of, 96
Underlining, 70
Understanding: deeper, simplest way to gain, 224;

emphasis on, 223; of a problem, searching for, 96;
of a topic, deepening, 102. See also Mutual under-
standing; Shared framework of understanding

Unexpressed concerns, listing, 122
Unfinished business, 142, 182
Unrepresented perspectives, determining, activity

for, 212
Unsustainable agreements, case study of, 194
Urban Strategies Council Leadership Technical

Team, 297
Urgency, sorting by, 129
Ury, W., 244

V
Validating, 43, 54, 55, 57, 58, 62, 83, 207, 218
Value systems, contrasting, 199
Values, core, 24, 25, 26, 27, 28, 29, 165, 311
VanGundy, A. B., Jr., 209, 214
Verbs, priority of, 72
Veto capacity, 276
VISA International, 294
“Vote to vote” procedure, 292
Voting: on high-priority items, 131; making deci-

sions by, 267, 271, 272, 274, 292

W
Watsonville Healthy Families Collaborative, 295
Weisbord, M., 36
Welcoming activity, beginning with a, 179
Wells Fargo Bank, 294
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Whispers and chuckles, problem of, responding to,
152

White space, use of, 70
“Who, what, when, where, and how” questions,

identifying, activity for, 209
Whole groups: reconvening as, 96, 103, 107; and

subgroups, shifting back and forth between, ben-
efit of, 93

Whole-group interventions, 142
Win/lose mentality, problem of, 27, 35, 198, 199,

271
Win/win mentality, 198, 199. See also Inclusive

solutions

Words, priorities of, 72
Work breakdown structure, creating, 165
Workable solutions, 25
Writing individually. See Individual writing
Writing materials, bringing extra, to meetings, 

107
Writing on flipcharts. See Chartwriting
Writing, silent, 214

Y
”Yes-no” language, problem of, 277, 278
“You cut and I choose” principle, 241, 244
Youth Advocates of Marin County, 297
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