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Facilitation Practice 
Use the information below to practice some key facilitation methods 

Appreciative Review – Overview and Steps 
• What is it: A positive, reflective discussion among group members

• When to use: When group morale has dipped or mid-point check of projects

• What does it do: focuses on accomplishments, provides a sense of contribution and value
• What’s the outcome: Through reflection on the positive and public recognition of their

contributions, it lifts spirits and reenergizes

Steps for Appreciative Review: 
1. Create a series of questions similar to the ones below:

a. Looking back over the last few months, what have we accomplished?
b. What has been our greatest achievement? What makes us proud?
c. What outside factors helped us achieve those successes?
d. What role did each of us play to achieve that?
e. What lessons did we learn during our recent work?
f. What excites us about the opportunities ahead?

2. If the groups is six or fewer members, facilitate the discussion as one group. If you have more
than six members, divide the members into subgroups of three to four people in each. Ask these
subgroups to answer the first three questions and make notes to share answers

3. Bring the groups back together to summarize what the subgroups discussed. Record these
items.

4. Pose the question about individual contributions and allow one or two minutes of quiet reflection
time. Then ask members to share. If they downplay their contributions, encourage others to
speak up on their behalf. It is important for this piece to take place publicly.

5. Divide group members into new subgroups (different from the original groups) so they can speak
with new members. Ask them the remaining two questions.

6. Bring the entire group together to share subgroup discussions and record all comments.
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S.O.A.R. (Strengths, Opportunities, Aspirations, Results) – Overview and Steps 
• What are they: Analysis tools. 

o S.W.O.T. = Strengths, Weaknesses, Opportunities, Threats 
o S.O.A.R. = Strengths, Opportunities, Aspirations, Results (More positive version) 

• When to use: At the start of strategic conversations 

• What do they do: create a picture of key elements for consideration during the planning process 

• What’s the outcome: foster a constructive, growth-oriented, and possibility-focused 
understanding of the organization’s potential 

 
Steps for S.O.A.R.: 

1. Circulate the questions associated with the four categories of inquiry to allow participants time to 
prepare. 

2. For groups of twelve or fewer, facilitate a group discussion where all questions are explored and 
discussed in depth. For larger groups, create small groups of three to four people. Allow 15-20 
minutes for discussion of the questions in all four categories. 

3. Create areas around the room where people can gather in small groups to share and record their 
ideas. Use a Gallery Walk format to encourage dialogue and gather ideas. 

A S.O.A.R. Example: 
• Strengths 

o What are we doing really well? 
o What are our greatest assets? 
o What are we most proud of accomplishing? 
o What makes us unique? 
o What do our strengths tell us about our skills? 
o How do we use our strengths to get results? 

• Opportunities 
o How do we collectively understand outside threats? 
o Top three opportunities we should focus our efforts on? 
o What is the organization asking us to do? 
o How can we best partner with our customers? 
o What synergies can we create with other groups? 

• Aspirations 
o When we explore our values and aspirations, what are we deeply passionate about? 
o What’s our most compelling aspiration? Who should we become? 
o How do we allow our values to drive our vision? 
o How can we make a difference for all stakeholders? 

• Results 
o With our strengths, opportunities, and aspirations, what would indicate we’re on track for 

achieving our goals? 
o What do we want to be known for? 
o How do we tangibly translate our strengths, opportunities, and aspirations? 
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Gap Analysis – Overview and Steps 
• What is it: a tool that helps groups identify steps needed to achieve a goal 
• When to use: to understand the gap between current and where you want to be 
• What does it do: provides a realistic review of the present to identify things needed to be done to 

arrive at the desired future 
• What’s the outcome: creates a shared view of what needs to be done to reach the desired future 

 
Steps for Gap Analysis: 

1. Identify the future state. Use a tool like visioning or another approach that generates a picture of 
where the groups wants to be at a specified time. The description of the future must be detailed. 
Post the information (on the right hand-side of the wall). – on Zoom, you can use the whiteboard 
feature to do this. 

2. Identify the present state. Meticulously describe the same components featured in the future 
state, only do so in present terms. Post the ideas generated (on the left-hand side of the wall). 

3. Ask members to work with a partner to identify the gap between the present and the future. Ask 
questions such as: 

a. What are the gaps between the present and the future? 
b. What are the barriers or obstacles to achieving the future? 

4. Once partners have finished their deliberations, share ideas as a total group and post the gaps 
between the “present” and the “future.” 

5. Once there’s consensus on the gaps, divide the large group into subgroups. Give each subgroup 
one or more of the gap items to problem-solve or action-plan. 

6. Reassemble the whole group to hear recommendations and action plans. Ask members to ratify 
the plans, then create a follow-up mechanism. 

A Gap Analysis Example: 
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Present State
Teams operate without 

leaders for months 
because there aren't 

enough people trained

Future State
A trained cadre of leaders 
who can be deployed to 

support any team

No team-leader 
training program 

GAP 
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The 5 Whys – Overview and Steps 
• What is it: a root-cause identifier (simple but powerful)
• When to use: for analysis during problem solving
• What does it do: uncovers root causes layer by layer
• What’s the outcome: moves through symptoms to deeper, underlying issues

Steps for The 5 Whys: 
1. Clarify the symptom that’s being explored to ensure that everyone is clear about what’s being

discussed.
2. Ask the group: “Why is this happening?” Record all responses.
3. Ask: “Why is this happening?” about either the original topic or about the newly recorded

information.
4. Repeat the last step three more times, each time recording all comments.
5. Stop to review the notes. Ask members if they think the information generated reflects the root

cause of the original issue. If there are multiple root causes identified, you can hand out voting
dots and allow members to mark the three to five most significant root causes identified.

A The 5 Whys Example: 
My car will not start. (problem/symptom) 

1. Why? The battery is dead
2. Why? The alternator is not functioning.
3. Why? The alternator belt has broken.
4. Why? The alternator belt is work out and has never been replaced.
5. Why? I don’t maintain records of when parts need to be replaced.
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Additional Thoughts or Observations 
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