
Quick Wins 
& Smart Moves

for Meetings 
That Drive Results

Facilitation isn’t a soft skill... 
it’s a strategic lever.

Frameworks
Checklists
Mindset shifts

Facilitator’s Guide



Why Facilitation Matters
Meetings aren’t the problem. 
Poorly designed, aimless meetings are.

faster with real-time 
capture

Facilitation = Clarity + Ownership + Momentum

When facilitation is 
intentional...

trace back to unclear 
ownership

For IT project leaders, facilitation is the difference between spinning 
wheels and driving outcomes. When facilitation leads, teams align faster, 
decisions stick, and projects move.

65%

80%

3X

FEWER MEETINGS

PROJECT DELAYS

DECISION MAKING

FEWER MEETINGS

PROJECT DELAYS

DECISION MAKING
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If you can’t answer 
these in under a 
minute, redesign 

the invite.

Facilitators don’t just 
host meetings—

they protect time 
and energy.

The 60-Second Meeting Audit
Before you hit “Send” on that invite, ask yourself:

What’s the purpose of this meeting?

What decision needs to be made?

Who absolutely needs to be there?

What happens if we don’t meet?
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Facilitation Moves

Interrupt with Intention
“Let’s pause—are we solving 
the right problem?”

Use this when the conversation 
spirals or scope creeps.

What are we trying to decide?

What’s blocking us?

What’s the next move?

Read the Room
“I’m sensing hesitation—can we 
name what’s unclear?”

Facilitators surface what’s unsaid 
to move things forward.

Reset with 3 Questions

Mini Frameworks
Use these when energy dips or clarity fades.
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Meeting Design Checklist

Pre-Meeting Prep

Define the purpose

Assign facilitator & decision recorder

Limit attendees to decision-makers

During Meeting

Anchor in the agenda

Capture decisions live

Watch for red flags 
(scope creep, vague ownership, passive silence)

Post-Meeting

Share recap within 24 hours

Confirm owners & deadlines

Track follow-up in project tools
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Red Flags & Fixes

Start with purpose 
+ 3 bullets max

End with action + send
 recap within 24 hours

Use real-time capture 
+ assign owners

Invite with intention. 
Who owns the decision?

Facilitators aren’t note-takers. 
They’re clarity-makers.
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Real-World Prompts for 
Facilitators

These prompts are your clarity compass.
Keep them visible during meetings.

“Is this the right 
group for this 

conversation?”

“What decision 
are we trying 

to make?”
“Can we define 
success here?”

“Who owns this 
next step?”

“Are we still
solving the 

original problem?”

“What’s 
blocking us 
right now?”
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It’s how IT project managers drive clarity, alignment, 
and velocity without burning out their teams.

bkjgmc.com
info@bkjgmc.com
LinkedIn: /bkjgmc

Facilitation is 
Leadership.

Next Steps:
Download this toolkit

Book a strategy session

Follow us on LinkedIn for more weekly 
tips to level up your project management 
game


