
So you want more people to speak up in your meeting? Great!  
This guide will help you lead a session in which people feel comfortable  
sharing their insights and ideas. It works by forcing everyone to write their 
thoughts down on paper before hearing others’ ideas. As a result, introverts  
and more junior people participate at the same level as extroverts, and 

everyone avoids “groupthink.”  

 
How to Encourage Participation

1. Check In. One by one, each person should share what may be distracting 
them from the meeting, or what is on their mind. This gives everyone time to 
settle down and focus on the task at hand. 

• Keep it brief: “My child was sick this weekend, so I’m still a little tired” or “I’m really looking 

forward to our all-hands meeting this week“ 

• Demonstrate that honesty and openness is encouraged, otherwise people will just say,  

“I’m fine!”

2. Explain the goal of the meeting. What is the desired outcome of this activity? 
What problems are you trying to solve? 

• Stay focused: if you want to generate lots of new ideas, for instance, don’t waste half the 

meeting on status updates

3. Explain the process: Write first, then talk. Tell the team that you’ll be asking 
them a series of questions for discussion. First, they’ll individually write down 
their thoughts about the question in silence. Then there will be a round in 
which they share their ideas with the team. The purpose of these rounds is to 
change the dynamic so that everyone has a chance to be heard. 

4. Ask the first question.* Ask them to write down their answers in silence. 
Give them two or three minutes to write; complex questions may need a few 
minutes longer. 

• If available, use Post-It notes, one idea per note 

• Have them hold onto the Post-It notes until the end of the round

5. Ask individuals to share. Starting at one end of the table, have each person 
read one of their Post-It notes and hand it to the facilitator. The facilitator 
should then ask anyone who has a similar answer to also pass their Post-It 
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notes to the facilitator, who will then group the related notes where everyone 
can see them. Move on to the next person until you have shared all the  
Post-Its.

6. Check in to make sure everyone is clear on the process. Answer any 
questions and praise people for participating in the process—especially 
those who are usually quiet in meetings! Then continue with your remaining 
questions.

7. Close with a reflection round. When you have finished the exercise, ask 
people to share, in one sentence, what they learned in the meeting, or how 
they would like to change or adapt it in the future. (For this last question, 
don’t worry—you don’t have to use Post-It notes!)

Example Lines of Questioning

If you want to know how your customers’ needs are changing, ask: 

• What’s changing?

• Why is it changing?

• What will happen to us if it continues?

• What should we do about it?

If you want to brainstorm new ideas, ask questions that encourage people to 
draw new connections like: 

• How would other brands (Coca-Cola, Nike, Apple) solve this?

• What if we only had two hours to solve this? Two weeks?

• What if the solution had to be a retail space? A physical product? A human 
interaction?

If you want to find out how the team is working together, ask:

• What’s working well?

• What’s not working well?

• What new “rules” or policies do we want to implement? 
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Have more 
questions, or want 

us to facilitate a 
session with your 

team? Get in touch 
at wb@NOBL.io  


