Facilitator’s Checklist for Problem-Solving Sessions

A checklist designed for facilitators to guide collaborative sessions, ensuring that brainstorming,
feedback, and consensus-building are managed smoothly.

The Role of the Facilitator

As a facilitator, your role is to create a structured, open, and inclusive environment where all
participants feel safe to share ideas, challenge assumptions, and collaborate toward actionable
solutions.

Pre-Session Preparation
1. Define Objectives and Scope

e Clarify the Problem:
o Write a clear problem statement that outlines the issue to be addressed.
o Define the scope: What is within the session’s focus, and what is outside of it?
e Set Goals:
o Establish specific, measurable outcomes for the session (e.g., generate 10 new ideas,
reach consensus on a decision).
e Determine Desired Outputs:
o Identify deliverables such as a prioritised list of solutions, an action plan, or refined
process recommendations.

2. Assemble the Right Participants

e Identify Stakeholders:
o Include individuals with diverse perspectives (e.g., team members, subject matter
experts, decision-makers).
e Invite Participants:
o Send invitations well in advance with the agenda and objectives.
e Prepare Background Materials:
o Distribute relevant data, reports, or research findings prior to the session.

3. Plan the Session Logistics

e Choose the Venue:
o Ensure a comfortable, neutral, and distraction-free environment (physical or virtual).
e Set Up Tools:
o Arrange necessary materials (whiteboards, sticky notes, markers, digital collaboration
tools such as Miro, Zoom, or Microsoft Teams).
e Develop an Agenda:
o Outline the session’s structure with time allocations for each segment
(e.g., introductions, brainstorming, evaluation, action planning).
e Establish Ground Rules:
o Prepare a list of rules (e.g., “No criticism during brainstorming,” “Every idea is
valuable,” “Equal participation is mandatory”).
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During the Session
4. Kick-Off and Introduction

¢ Welcome Participants:
o Start with a warm welcome and introduce the session’s purpose.
¢ Review Objectives and Agenda:
o Clearly articulate the goals, expected outcomes, and the planned agenda.
e Set Ground Rules:
o Remind participants of the agreed-upon rules for open, respectful communication.

5. Facilitate the Discussion

e Encourage Equal Participation:
o Use techniques like round-robin or brainwriting to ensure everyone contributes.
e Keep the Focus on the Problem:
o Periodically restate the problem statement and objectives to prevent topic drift.
e Use Structured Techniques:
o Brainstorming: Allow free-form idea generation without judgment.
o 5 Whys/Fishbone Diagrams: When needed, dive into root cause analysis.
o SCAMPER or Six Thinking Hats: Use these methods to stimulate creative and critical
perspectives.
e Capture All Ideas:
o Document ideas visibly (whiteboards, shared documents, digital sticky notes) for later
evaluation.
¢ Manage Dominance:
o Gently encourage quieter participants and manage overly dominant voices.
e Utilise the Parking Lot:
o Record off-topic but potentially valuable ideas for later discussion.

6. Facilitate Feedback and Evaluation

e Transition to Evaluation:
o After the brainstorming phase, shift focus to evaluating ideas without dampening
creativity.
e Use Voting or Ranking:
o Employ techniques like a decision matrix, dot voting, or “Fist to Five” to prioritise
ideas.
e Encourage Constructive Discussion:
o Facilitate open discussion on the feasibility, impact, and risks associated with top
ideas.
e Summarise Key Points:
o Periodically recap the discussion to reinforce shared understanding.

7. Develop an Action Plan

¢ Identify Next Steps:
o Agree on the most promising ideas and outline clear, actionable steps.
e Assign Responsibilities:
o Use a RACI chart (Responsible, Accountable, Consulted, Informed) to assign tasks and
ensure accountability.
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e Set Deadlines and Milestones:
o Establish timelines for implementing the selected solutions.
e Confirm Consensus:
o Ensure all participants agree on the plan and understand their roles in executing it.

Post-Session Follow-Up
8. Documentation and Distribution

o Create a Session Summary:
o Document the problem statement, key ideas generated, decisions made, and the
action plan.
e Share with Participants:
o Distribute the summary within 24 hours to ensure that details remain fresh and
everyone is aligned.
e Store Documentation:
o Archive all session materials (notes, recordings, digital boards) for future reference
and continuous improvement.

9. Monitor and Review

e Schedule Follow-Up Meetings:
o Set dates for progress check-ins to review the implementation of the action plan.
e Collect Feedback:
o Ask participants for feedback on the session’s effectiveness and areas for
improvement.
e Adjust as Needed:
o Use the feedback to refine your facilitation techniques and improve future sessions.

Final Checklist
Before the session:

e Objective Defined: Clear problem statement and goals set.

e Participants Identified: Diverse team invited and informed.

e Materials Prepared: Necessary tools and background materials distributed.
e Agenda & Ground Rules: Detailed agenda and session rules established.

During the session:

¢ Introduction: Objectives, agenda, and ground rules reviewed.

¢ Idea Generation: All techniques (brainstorming, 5 Whys, etc.) effectively employed.

e Feedback & Evaluation: Ideas are evaluated collaboratively using structured methods.
e Action Plan: Clear next steps, responsibilities, and deadlines established.

After the session:

e Documentation: Session summary created and distributed.
e Follow-Up Scheduled: Progress meetings set and feedback channels established.
e Continuous Improvement: Lessons learned documented for future sessions.
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