Four Facilitation Tips For Outcomes-Based Agendas
1. Read the guiding question and the related outcome aloud at the start of each section of the agenda.

· This draws the group’s attention to the key issue and the specific related outcome we hope to accomplish at the end of the time allotted for the agenda item.   

· This provides an opportunity for the group to clarify the purpose of the agenda item, to raise any questions or concerns about the intended outcome before investing a lot of time in the conversation, and to affirm their collective willingness to try to achieve the outcome in the allotted time.

2. Use a mechanical timer for each major activity or agenda section.

· This helps the group be more aware that there is a fixed amount of time for accomplishing the outcome, so they can better self-monitor the relevancy of their comments and their share of air time.

· The timer depersonalizes notification that discussion has ended on the topic, making it less likely that anyone will feel personally cut off by the facilitator.

· If an urgent item is not completed within the allotted time, the timer provides a stopping point for the group to make a conscious decision about whether to add extra time now or continue another time, and to explicitly consider what would have to be dropped from the agenda to extend the time now.  

3. Acknowledge all comments, concerns, and issues verbally and/or in writing, but keep the discussion focused on the outcome.

· If the item will be covered in a later agenda item, say something like, “That’s a great point, and we’ll be addressing that in the next section of the agenda.  Can you please be sure to bring that up again when we get there?”

· If the item will not be covered later in the agenda, write the comment down on a sheet of chart paper labeled “Parking Lot” or “Issues Bin” for things to be addressed in a future meeting.  Or say something like, “I really appreciate that you brought that up.  Can the note taker please be sure that gets recorded so we can address it in the next meeting?  And since we only have 5 minutes left now on this section of the agenda, let’s try to reach our outcome of ___ before time expires, OK?” 

4. Sum up where the group is at relative to the outcome at the end of the allotted time (e.g., restate the decision, summarize who agreed to do what by when, review the next steps after the meeting, identify the implications of a new learning, note that resolution was not reached yet and further conversation is needed, etc.).

· This makes sure that everyone has the same understanding of the outcome reached, reminds people what was agreed to, and helps the note taker make an accurate record of where the group landed at the end of the agenda item.

· The summary is a formal signal that discussion on this agenda item has concluded for today and the group is now going to transition to a new agenda item.

