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Facilitation is often described
as powerful, transformative,
and essential, but these
claims are not always easy

to substantiate.

As organizations face increasing
pressure to justify time, budget, and
attention, facilitators are being asked
new questions about impact: what their
intervention changed, why it mattered,
and how it can be demonstrated.

The 2026 State of Facilitation Report
turns its focus to these questions. Based
on a global survey of facilitators working
across roles, sectors, and experience
levels, the report examines how impact
is currently understood, measured, and
communicated in practice. It highlights
common patterns, emerging practices,
and persistent challenges, alongside
reflections from experienced practi-
tioners.

This report is not a verdict on what

the impact of facilitation should be.
Instead, it offers a snapshot of where
the field stands today, and an invitation
to strengthen the habits, structures,
and conversations that help facilitation
create lasting change.
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(German, French, Romanian, English,

WHO IS THIS FOR

If you are a freelance facilitator or
trainer, this report offers concrete
ways to think about impact beyond

“a great session.” You'll find patterns
from peers on how to assess outcomes,
talk about value with clients, and build
credibility over time, especially in ways
that support sustainable consulting and
repeat work.

If you are a manager or leader who
commissions or sponsors facilitation,
this report helps make the work

more legible. It sheds light on what
facilitators actually do, what kinds of
outcomes different sessions support,
and where impact tends to appear, both
immediately and over time. It can help
you ask better questions, set clearer
expectations, and make more informed
decisions about when facilitation is
worth the investment.

If you use facilitation as part of your
day-to-day job (e.g. in project work,
team leadership, product, or operations)
this report provides concrete practices
to help you reflect on what is working.
It offers ideas for small, realistic ways
to improve clarity, follow-through, and
learning without turning facilitation into
an extra layer of process.

Across roles, the report is designed to
support a shared conversation.

For example, there is a notable gap
between professional L&D monitoring
and evaluation practices and what the
facilitation community is currently doing.
Resources on assessing impact
specifically for facilitation are lacking.
Knowing where we are at can help us
see what's needed, and what's ahead
for 2026 and beyond.
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Before we jump in, a word of caution:

To collect responses we reached out to our networks, colleagues,

business partners, and friends. We did our best, but inevitably that reach is
limited. A majority of responses reached the survey through our own channels,
such as the SessionLab newsletter. This may help explain certain aspects of
the data we've collected, especially when it comes to overrepresentation of
European and North American responses.

To review data from previous years, and breakdowns by
experience and role, please refer to the online version at
https://www.sessionlab.com/state-of-facilitation/2026-report/
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KEY TAKEAWAYS

A Facilitators are measuring
(5 performance, not impact

43.9% of facilitators assess their work in order to improve their
own performance. Reflective practices, alone or with co-facili-

tators, are widespread. This is great practice, but not an impact
measurement.

o o Outcomes and indicators
G are rarely defined

Fewer than 1 in 3 facilitators has agreed on measurable perfor-
mance indicators with their clients. Without clear business
outcomes defined at the contracting stage, impact assessment
tends to become retrospective and uncertain.

Impact depends on what happens
= before and after sessions

Many sessions are evaluated based on engagement during the
session, but their true impact is shaped by what happens (or
doesn't happen) afterwards. 43.5% of respondents stated that the
main barrier to impact is a lack of follow-up conversations.
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Experience changes
how impact is understood

As facilitators gain experience, their focus shifts from satisfaction
to sustained outcomes and follow-up. Experienced facilitators are
more likely to integrate follow-ups, debriefs and needs analyses
into their process.

Evaluation is a process,
not a single action

Evaluating impact starts long before a session begins. Questions
about impact should be discussed in advance of a session, and
the story of what happened and what changed should follow.
Considerations around impact should come at every stage of the
process, not as a last-minute add-on.

The value of facilitation
is lost in translation

The way facilitators talk about their craft and the way clients and
team experience can seem like different languages. The challenge
for the field may well be less about impact itself, more about
making that impact more visible and more widely understood.



Who is in the room
and what this tells us

Let’s start by checking where the data for this
year’s report comes from. In the next section,
we look at who has responded to our global
survey about facilitation: their backgrounds,
experience levels, roles, and how they enter
the field.

These patterns matter because they shape the possibilities
and limitations of facilitation: who finds their way to this work,
whose voices inform its evolution, and where the next genera-
tion of practitioners may (or may not) emerge from.

Understanding who is in the room is the first step toward
understanding the field itself. This is also data needed to
contextualize the rest of the report: we do our best to make it
representative of the global reality of facilitation, but that said,
it's important to know where the data skews.
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The age distribution this year shows a
higher proportion of mid-career facil-
itators responding to the survey (the
50-59 cohort is the largest, with 33.4%
of respondents, and the youngest
cohort has decreased from 3.6% in

the past edition to the current edition’s
2.1%).

This reflects the chosen topic for this
edition, with impact tending to be

a greater concern for practitioners
with several years of experience.
While newer facilitators may not yet
be focused on impact and value, we
hope this report offers guidance that
supports them in developing these
practices earlier in their careers.

The geographical distribution of
responses again reflects the reach
of our own networks, with the United
States, the United Kingdom, and
Canada topping the chart.

() What is your age?

Under 20 years old
20-29 years old 21%
30-39 years old
40-49 years old
50-59 years old
60 years or older
Prefer not to say 0.3%

Where do you currently live?

United States
United Kingdom
Canada

India

Germany 5.6%

Italy 5.1%
Australia 4.9%
Singapore 2.9%
New Zealand 2.3%
Netherlands 2.3%
Spain 1.8%

While representation remains strongest
in North America and Western Europe,
we are encouraged to see growing
engagement from countries such as
India, Singapore, and New Zealand,
indicating a more interconnected global
community.

As in past years, these results remind
us of the limitations of our sampling and
the importance of continuing to build
bridges across facilitation communities
worldwide. Thanks to everyone who is
supporting these efforts, including by
sharing our yearly survey.

And to the 1 person per Country who
answered from Argentina, Belize,
Cambodia, Colombia, Estonia, Iceland,
Iran, Jordan, Kiribati, Lithuania, Mexico,
Niger, Norway, Pakistan, Qatar, Taiwan,
Thailand, the United Arab Emirates and
Zimbabwe: thank you, it's good to hear
from you. We hope it's not too lonely
facilitating over there!

16.0%
32.7%
33.4%

20.8%
10.5%
8.5%

7.4%



() Which of the following best describes your current role?

Facilitator

Consultant

Trainer

Learning & Development professional
Coach

CEO; founder; business owner
Teacher; Educator

Designer

Manager

Agile practitioner

Other

HR professional

Mediator; Conflict Resolution specialist
Marketer; Communications; PR professional
Community worker

Engineer

Health care specialist

60.9%
42.6%
34.4%

30.4%
28.9%

Facilitators come in all shapes and sizes, and call themselves
all sorts of things. There are those who use facilitation skills
but consider themselves mostly trainers (34.4% of respon-
dents) or L&D professionals (30.4%), and many prefer using

the label of consultant (42.6%).

(2 Which of the following describe your current employment status?

| facilitate as an individual
| facilitate within a company/organization
| facilitate as part of an agency/consultancy

None of the above

44.4%

N
w
4]

To try and capture some of the diversity of the facilitation
market, we've asked people to indicate whether they mainly
work as freelancers, as part of consultancy/facilitation agen-
cies, or in organisations where facilitation is part of the work
but is not the main service provided (aka in-house facilitation).
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Independent facilitators make up the largest share (44.4%
of our sample). As we know from the previous graph, many
respondents blend facilitation with roles in training, L&D,
coaching or organizational change.

In-house facilitators form a smaller segment (29.4%), typically
working in people-focused functions. Among those who
named their sector, most operate in education and tech
companies (23.7% and 18.4%), followed by healthcare, energy
and manufacturing—fields where collaboration and participa-
tory processes are already central.

A third group (23.5%) is formed by practitioners who work as
part of an agency or consultancy dedicated to facilitation.

We'll be using this categorization throughout the report to
highlight differences in how these roles work, think about

impact, and communicate value. In the visual harvest below
we have captured some overall patterns that come from
responses given by people in these three roles throughout the

entire survey.

Facilitator Profiles
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Company Sector

Participants who indicated they work as
in-house facilitators were asked to add
the sector their company operates in.
We think this graph should put old-fash-
ioned ideas that facilitation only exists
in certain industries to rest. Education
(23.7%) and technology (18.4%) top the
chart, but we can see how facilitators
are working in practically every type
of industry (and there were so many
different sectors and unique responses
under "Other" that we couldn't really
aggregate those results).

In-house facilitation is everywhere.

Experience

The distribution of experience levels
remains broadly consistent with past
editions, though this year’s focus on
impact appears to have attracted

a slightly more experienced cohort
(68.1% experienced, compared to 63.8%
last year). Beginners remain a small
portion of respondents (6.5%), a pattern
seen across all years of the survey.
This mirrors the age distribution and
suggests that conversations about
impact resonate more strongly with
mid-career and senior practitioners.

We’ve used the distribution and
correlated it with various answers
found further in the report to create
this (simplified, reality is always more
complicated than a survey can capture!)
of how facilitation roles progress over
time and experience.
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Certification

The certification landscape continues to
diversify. LEGO® Serious Play and ToP
(Technology of Participation) are the
most common structured programs. A
growing share of facilitators report no
formal certification (47%) or identify
training from a wide variety of sources
(33.6%). IAF accreditation saw a
modest increase, suggesting steady
interest in globally recognized profes-
sional standards.

The “Other” category masks a signif-
icant amount of informal or adjacent
professional training. When aggregated,
coaching certifications (3.3%), design/
creativity programs (2.2%), Agile or
Scrum facilitation pathways (1.7%) and
academic credentials related to group
dynamics or participatory processes
(1.7%) all register as meaningful clus-
ters. This suggests that facilitators
often develop their skills through
broader professional identities (such
as coaching, design, innovation, and
project management) rather than
through facilitation-specific accredita-
tion.

The picture that emerges is one of a
field with multiple entry points and
learning pathways rather than a single
unified accreditation route.
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(2 What sector does your company operate in?

Education 23.7%
Other

Technology

19.3%

18.4%

Non-profit 16.4%

Healthcare

Manufacturing 8.2%

Energy 7.7%

6.8%
6.3%

Consulting
Finance

3.9%
3.4%

Media and entertainment

Transportation
3.4%
2.9%

Government contracting
Retail

Advertising and marketing | 19%
Legal services | 1.4%
Hospitality = 14%
Construction | 14%
Architecture and engineering | 14%
Agriculture | 1.4%
Realestate | 10%

(2] Which of the following best describes your facilitation experience?

Experienced

Facilitated a wide range of scenarios, 681%
experienced in handling complex group

dynamics, large group workshops, etc.

Intermediate

Confident in facilitating in determined 25.4%

formats, knowledgeable in basics of process

design, group dynamics, etc.

Beginner
I've facilitated or co-facilitated a few
workshops, events, and/or meetings

6.5%

(2 What accreditation or training certificates do you have related to facilitation?

10.3%

LEGO Serious Play Certification
ToP (Technology of Participation) 7.6%

IAF Certified Professional Facilitator

Workshopper by AJ&Smart Certification

IAF Endorsed Facilitator Accreditation

Conscious Facilitation Masterclass

. e _a: 1.9%
or Guide Certification by xchange

INIFAC Certified Facilitator 1.6%
Voltage Control's Facilitation Certification

or Master Facilitation Certification 0.5%

Other 33.6%

None 47.0%
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Facilitation Skills Progression Model
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Data collected throughout the survey outlines a clear maturity arc in how facilitators
work, evaluate success, and collaborate.

Beginners tend to operate in training or community settings and measure success
through immediate participant satisfaction (their top motivation across the group).
Intermediates broaden their portfolio, leading more innovation and problem-solving
sessions while beginning to reuse agendas and apply structured feedback.

By contrast, experienced facilitators run the most complex sessions and adopt
multi-dimensional evaluation practices, including long-term follow-ups and stake-
holder interviews, which appear in their responses far more often than in other
groups. They also make greater use of generative Al tools for tasks such as agenda
design and data synthesis, indicating more confidence in orchestrating end-to-end
facilitation workflows. These differences point to the skills that matter most as a
facilitator’s career progresses: moving from content delivery to process design; from
one-off sessions to cumulative practice; from satisfaction scores to meaningful indi-
cators of behavioral or organizational change; and from solo delivery to collaborative
reflection.

The survey suggests that the facilitators who advance furthest are those who
develop strong habits of evaluation, co-facilitation, and systematic reuse of prior
work. There are practices associated with deeper professionalization and with the
ability to deliver sustained impact over time. As facilitation matures as a field, these
skills form the backbone of a strategic, evidence-informed practice capable of
influencing change at scale.

v- 12 — State of Facilitation 2026
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Facilitation is a calling,

not just a career, often fueled
by a deeper desire

to make a positive impact.

Steve Bouchard



Demographics:
What They Reveal About the Facilitator
Community

Every year, the State of Facilitation
report offers us a mirror as a way to

see not just what we do, but who we
are. Each year, the demographic trends
offer important insight into how the field
and the people in it are evolving and
changing, giving us a glimpse into where
the field may be headed next.

This year’s report confirms what many
of us have sensed in our peer networks:
the facilitator community is largely
composed of mid- to later-career
professionals, with a significant concen-
tration in the 35-54 age range.

This reflects a broader truth that facili-
tation is often a second (or even third)
professional chapter, discovered after
accumulating years of meaningful life
and leadership experience.

Rather than a barrier, this later-career
entry is a strength. Facilitation thrives
on pattern recognition, emotional intel-
ligence, and adaptive leadership, all
capacities honed over time. Many facili-
tators arrive at this work after navigating
complex roles as educators, strategists,
community leaders, or changemakers.

In that way, the demographic profile
reveals something unique: facilitation is
a calling, not just a career, often fueled
by a deeper desire to make a positive
impact.

It also opens an important question:
How might we encourage earlier entry
into the craft of facilitation?

While the field is growing globally, the
data shows it remains concentrated in

a few regions and cultural contexts. As
technology enables our tools, platforms,
and training communities to scale
across borders, there’s both an oppor-
tunity and a responsibility to ensure this
growth is inclusive, representative, and
attuned to diverse worldviews.

The report also highlights distinct facil-
itator profiles: Consultants, Coaches,
Trainers, Educators, and Internal Prac-
titioners, each bringing unique orien-
tations to the craft. These overlapping
roles remind us that facilitation is rarely
practiced in isolation. It complements
and amplifies other forms of leadership,
teaching, and organizational develop-
ment.

And yet, the data also shows that a
majority of facilitators work as individ-
uals, not within formal teams or compa-
nies. This reveals a powerful data point,
and also a tension.

Inside the xchange community, we
often say: “Never design alone. Never
facilitate alone.” These mantras reflect
a cultural shift toward collaboration and
co-creation. The prevalence of solo
facilitators highlights both the autonomy
of the role and the growing need for
peer networks, communities of prac-
tice, and collaboration ecosystems to
support sustainability and excellence in
the work.

Finally, the data tells us how facilitators
skill up. Nearly half of all respondents
report no formal accreditation or
training certificates, while just over
one-third have completed a formal
training or certification.
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This signals an important opportunity:
to make high-quality, accessible,
and inclusive training more visible,
and more widely available around
the world. As the field grows, so does
the demand for trusted pathways to

Bottom line: Facilitation is being
shaped by a generation of experienced
professionals choosing meaningful,
human-centered work. As the field
evolves, we have a shared opportunity
to support each other, both in what we

mastering the craft. do and who we are in the world.

What does this mean for the future of
our field?

o Facilitation is often a second-act
career, one that values maturity,
experience, and real-world insight,
as well as creates an opportunity for
earlier career engagement

o It thrives at the intersections
between coaching, consulting,
education, and leadership

e The high percentage of individual
facilitators underscores the impor-
tance of collaboration and commu-
nity.

e There's a growing need for acces-
sible training and accreditation
pathways to meet demand and
support skillful practice around the
globe.

Steve Bouchard

Steve Bouchard heads training and client relations at xchange, a leader
in designing and facilitating transformational learning experiences that
unlock human potential in teams, communities, and companies. xchange
offers training and certification programs for change agents that enable
them to revolutionize how we lead, teach, and convene by using

The xchange Approach, both online and in-person.



FACILITATION PRACTICE

Inside the work:
topics, frequency,
formats

Let’s turn to what facilitators are actually doing
in their work. In the next section, we look at
the kinds of sessions practitioners are lead-
ing, how frequently they design or run them,
and the formats they rely on: online, in real life,
hybrid, and increasingly, blended.

We'll also look into which types of sessions facilitators think
of as most impactful, why, and what practitioners mean when
they insist that the best format “depends” (In case you didn't
know, “it depends” tends to be facilitators’ favorite answer to
most questions).

y 16 — State of Facilitation 2026
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(2 What types of sessions have you led over the past 12 months?

55.4%

Team development and collaboration
Behavioral/soft-skills training
and learning experiences

Strategic planning and
decision-making sessions

Workshops for
problem-solving or innovation

Conferences and multistakeholder events 18.2%

Stakeholder or public engagement 17.4%

Project or workflow-related facilitation 17.4%

Technical/content-rich training 15.4%

mI
2

Research and discovery sessions

Other

3.4%

What topics did facilitators most contribute to in the past year? The
top 3 is occupied by team development, training in soft-skills, and
strategic decision-making or planning sessions. We enjoyed seeing
how that squares neatly with the most-used templates in SessionLab's
Library, as team development, trainings, and strategy are the most
commonly-researched topics.

Some interesting patterns emerge by looking into the breakdown by
facilitator role.

Freelancers focus heavily on team development and collaboration
(61%) and soft-skills learning (53%). Their work helps teams recon-
nect, strengthen relationships, and build the human foundations

that support performance. Organizations often bring in independent
facilitators when they need fresh energy, trust-building, or leadership
development that benefits from an external voice.

Agencies and consultancies are most active in strategic planning and
decision-making (49%) and stakeholder engagement (20%). These
higher-stakes sessions demand neutrality and structured support to
align diverse interests and move complex work forward. Here, facilita-
tion directly supports clarity, agreement, and organizational direction.

In-house facilitators focus on project and workflow-related sessions
(29%), technical or capability-building training (21%), and innovation
or problem-solving workshops (45%). Their work strengthens internal
processes, builds skills, and supports ongoing improvement—core
activities that help organizations function and evolve from the inside.

Inside the work: topics, frequency, formats — 17
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Taken together, these patterns show how facilitators
contribute across different layers of organizational life: with
the risk of simplifying, we can say that freelancers nurture
people, agencies enable alignment, and in-house teams drive
operational and strategic progress.

() How often do you typically design or run facilitation sessions?

Several times a week _ 15.6%
About once a week [ o6
A tew times per mort (S o
About once amonth [ sy
A few times per quarter [ %
Quarterly _ 5.2%

About once a year - 1.5%

It varies too much to say _ 41%

Unsurprisingly, frequency increases with experience: begin-
ners work sporadically, intermediates establish a steady
monthly rhythm, and experienced facilitators operate at

a continuous weekly cadence (with 38% of practitioners
designing sessions a few times per month or more). Employ-
ment type also shapes intensity: agencies show the highest
weekly activity (25%), in-house teams maintain consistent
monthly practice, and freelancers’ workloads vary more widely.

Together, these patterns show how organizations rely on
facilitators differently—agencies for fast-paced cycles of
strategic work, in-house teams for ongoing internal improve-
ment, and freelancers for key developmental moments.

All in person is too intense.
All online is hard to connect.
Blend the best of both worlds.

* 18 — State of Facilitation 2026
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(2 What types of sessions have you delivered over the past 12 months?

Never . Few times a year . At least monthly . At least weekly

In person 2.9% 37.3% 42.5% 17.2%
Online 5.4% 32.0% 39.8% 22.8%
Hybrid 33.9% 45.8% 15.5% 4.7%

After the disruption of the pandemic years, the ratio of
in-person to online workshops seems to have stabilized, with
a slight upward trend for in-real-life events. Hybrid events,
with some people joining in-person and others participating
remotely, remain infrequent.

We will see with the next questions that facilitators are
increasingly advocating for blending in-person and remote
sessions in longer programs which may also contain some
self-paced elements.

In 2026, facilitators need to know how to adapt to different
contexts, honing both the “reading the room” kind of skills so
essential to in-person sessions and the technological profi-
ciency required in online environments.

Furthermore, facilitators need to know how to guide clients in
the choice of format, including notes on how hybrid sessions
require higher investments in technology, staff, and prepara-
tion work, or explaining why a blended program might offer
the best chance of making an impact over time.

‘ ‘ There are certain topics,such as
collaboration, trust, relationships,
If human connection is high on the and communication, that are
outcomes list, then face to face undoubtedly best addressed
works well. If on the other hand in person, in an offline setting.
the outcomes are more business/ However, there are also many
strategy focused then virtual topics that work perfectly well and
works really well. effectively in an online format.

Inside the work: topics, frequency, formats — 19



It depends, there's no single format

(2 What types of sessions have you delivered over the past 12 months?

In-person sessions

that works best in all contexts

Blended

. . 10.0%
(mix of formats over time)

Online sessions

2.0%

Hybrid sessions

Other

0.6%

Which types of sessions do prac-
titioners believe deliver the most
impact, and why? We think this is an
interesting and important question, as
it might guide choices on what sorts of
programs to set up and invest in. Let's
see what respondents said.

In-person sessions are considered

more impactful in general (51.3%). When
asked to explain why, facilitators consis-
tently described in-person sessions as
the most impactful for work that relies
on trust, emotional safety, or nuanced
interpersonal dynamics. People mention
comfort, presence, reading the room,
informal moments, deeper focus, and
more consistent engagement.

In-person setups are seen as particu-
larly effective for team building, align-
ment, and relationship-centered goals:
situations where subtle cues, energy
shifts, and shared physical space mean-
ingfully influence outcomes.

Online formats, however, are valued
for their inclusivity, ability to connect
distributed teams, reduced travel, and
suitability for technical or content-

* 20 — State of Facilitation 2026

33.4%

heavy training. They allow more voices
to be included, offer accessibility
benefits, and conserve organizational
resources. 33.4% of respondents
consider online formats the most
impactful kinds of session.

In contrast, hybrid is overwhelmingly
described as the “least loved” format.
Respondents emphasize the operational
complexity (more staff, more prepara-
tion, more co-facilitation, stronger tech
requirements) and a persistent sense
that hybrid compromises the experience
of at least one side of the room. For
many, it is used not because it is desir-
able, but because circumstances force
it.

10% of facilitators highlight blended
programs as a particularly effective
solution. A common pattern here is to
pair high-impact in-person workshops
with ongoing online touchpoints, such
as virtual check-ins, learning modules,
participant commitments, and follow-up
reflection. Respondents describe this
combination as offering “the best

of both worlds”: depth, trust, and
momentum from in-person sessions,

51.3%
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and continuity, practice, and scalability
through online components. Blended
design is seen as especially useful for
learning journeys, behavior change,
capability building, and multi-phase
projects, where a single format cannot
meet all needs.

Those who answered "it depends"
specified that they refer to a needs-
based decision process shaped by
the client, the participants, the objec-
tives, available resources, and the
constraints of timing and geography.
Many respondents take a principled
stance that format should follow
purpose. In-person for high-stakes
team dynamics or deeply relational
work; online for efficiency, inclusion,
and training; hybrid only when circum-
stances make it unavoidable and with
the awareness that it requires signifi-
cantly more design attention.

Several responses hint at a more
emotional undercurrent: some facil-
itators appear strongly attached to
defending in-person formats, no matter
what, especially due to the limitations of
“reading the room" online.

That said, most emphasize adaptability,
intentionality, and alignment with
goals, choosing the format that best
supports outcomes rather than personal
preference.

It is so dependent on the participants. Previously my
response would have automatically been 'in-person'’
however now I've adjusted that as | recognise that some
people are much more comfortable when they're online
as they feel less exposed.

| think some people don't choose online because they don't
know how to fully leverage the tool, but blame the fact that
it is online. We like to say "people don't have zoom fatigue,

they just have bad meeting fatigue."

Inside the work: topics, frequency, formats — 21
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y 22 — State of Facilitation 2026

® ﬁ Fer{uf Joe...
% Bf/f" Le.amma

R T Joormeyd
Behavio
'% Bet of R 6/%@ clf\av%‘:, :ggmmww
online NUH" ph«Se or

ovﬁ - term projects

In in-person events one has
the possibility of reading the
room and the participants in a
profoundly different way than
online.


https://www.sessionlab.com?utm_source=email-course-pdf&utm_medium=pdf&utm_campaign=beginners-email-course

Words are hard. They mean a LOT of different things to different
people, don't they?

Take this word, for example: “workshop.”

Some people think it means training. Some people think it means
facilitated collaboration.

Some people think there will be physical tools involved — you
know, hammers or sewing machines and such. Some people call
their thing a workshop, but it's really a PowerPoint presentation.

That's probably why this report is brought to you by SESSIONLab
and not WorkshopLab.

Looking above, in this report, at the kinds of sessions we're all
running, and the formats we're all using, and the many many many
instances where “it depends” — it feels like the meaning of “what a
workshop is” gets even fuzzier.

But you know what? It doesn’t matter.

The different topics, frequency, and formats aren’t the important
part.

The ONLY thing that matters is the outcome. That’s what people
want, need, and pay for.

If the same outcome could be achieved by swallowing a pill, or
reading a book, or implementing new software, or asking ChatGPT,
or hiring a consultant to do it, or plugging their brains directly into
the matrix, then people would do that instead.

A workshop happens to be a tremendously effective, fast, and fun
way to get to that outcome. And that, dear friends, is why we love
workshops so.

But remember, some people (gasp) don’t actually like workshops.

It’s like “people that don’t like ice cream.” It makes no sense, but
they exist.

The topic of this year’s report is IMPACT. So let me say it again.
It’s. Not. About. The. Workshop.

(Or. Session.)



It's about the impact. The outcome. The results. The transfor-
mation. The ROI.

Which brings us back to words, and why they’re so hard.

In general, facilitators aren’t great at articulating the value of what
we do. Yeah, yeah, I'm stereotyping. There are exceptions. But on
the whole, we aren't great at it.

We like to talk about what we do. We like to talk about how we
work with our participants. About how we’re paying attention to all
the diverse voices and creating psychological safety and all the
stuff that WE know is important.

But that’s not the impact. That’s how we get there.

To create value, our words need to describe the impact. The
group is currently “here,” and we will get them to “there.” A trans-
formation is happening, not just a session.

Let them EXPERIENCE the magic of the workshop (including all
that awesome psychological safety) which results in the trans-
formation. The experience is why our approach is so much better
than taking a pill or plugging into the Matrix.

But let’s save our words for the impact.
Let's compellingly articulate the value we deliver.

Even when those words are hard.

Tim Leake

Tim specializes in High-ROI workshops and off-sites that are lots of fun, but also ruth-
lessly focused on delivering high value. He's been facilitating workshops with senior
executives for over 17 years, was part of the c-suite at one of the largest independent
advertising agencies in the U.S. for a decade, began his career as a copywriter and
creative director, and used to perform with an improv troupe in Los Angeles.

He worked with Executive Programs with Hyper Island for many years,

and also supports AJ&Smart with their corporate training business.

As an in-demand public speaker, he’s been featured multiple times at the

Cannes Lions, SXSW, TEDx and on many other global stages.
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The different topics,
frequency, and formats
aren’t the important part.

The only thing that matters
is the outcome.

Tim Leake



IMPACT ASSESSMENT

The why, how and
what of assessing
facilitation’s impact

This year we decided to focus the report on
the topic of impact, precisely because it's a
territory where things are yet unclear. How can
we assess the impact of facilitation? Should
the idea even be on the table in such a rela-
tional field? And if not, how can we justify in-
vestments in hiring and training facilitators? We
hope discussing what is happening will help us
see where the field needs to go next.

In this section, we examine why practitioners evaluate their
sessions, which methods they use, and the barriers they face
in doing so.
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We'll see how a majority of facilitators are evaluating partici-
pant satisfaction, relying on tools such as surveys at the end
of sessions, and using this information mostly for their own
improvement. While such reflective practices are fundamental
to professional growth, they may no longer be sufficient to
justify expenses for facilitation and training.

Fewer than 1in 3 facilitators has agreed on measurable
performance indicators with their clients. Overall, these find-
ings indicate that facilitators could strengthen the relevance
of their programs by defining clearer goals and integrating
impact considerations into their process the outset.

(2 How do you measure the success of your facilitation work?

Participant satisfaction (e.g. ratings, feedback) _ 71.8%
Engagement levels during the session _ 69.8%
Client feedback ([, 2
Changes in behavior or implementation of action plans _ 61.4%
Achievement of session goals _ 59.0%
Repeat bookings and/or referrals ([ 57
Changes in knowledge or skils ([N o5:3%
Performance indicators agreed upon with clients — 331%
Inclusivity or accessibility outcomes _ 14.6%
Number of participants _ 10.8%
Other . 41%

This doesn't apply to my work . 1.4%

The top two indicators of success reported by facilitators are
"participant satisfaction" (71.8%) and "engagement levels"
(69.8%). Both of these have to do with measuring perfor-
mance, rather than impact. They can say a lot about how a
session is going, and give facilitators hints on how to improve
their work. These reflective habits are well established in the
field, and offer a solid foundation for developing more robust
evaluation approaches.

On the other hand, only 33.1%, one in three, of facilitators have
an agreement with clients on what will constitute success. We
will see throughout the report that there is room for improving
what happens before and after sessions, expanding the defi-
nition of success beyond immediate participant experience.

The why, how and what of assessing facilitation’s impact — 27



(2 What is your main motivation for evaluating your facilitation sessions?

To improve my facilitation design

43.9%
and delivery for the future

To demonstrate impact to clients or

19.1%
stakeholders

To support client decisions
(e.g.adoption, scaling, or next steps)

To build credibility and
support repeat business

10.9%

10.2%

To identify barriers
to applying learning or outcomes

| don’t usually evaluate my sessions

To collect data for reports or case studies

Other

When we approached the survey results, we expected to read
that facilitators gave little attention to evaluation or impact.
This turned out to be a misconception: only a small minority of
respondents (3.7%) report doing no assessment at all. Instead,
we see that most facilitators are evaluating their work, but
primarily in terms of performance.

The most common practice is gathering end-of-session
feedback from participants to refine one’s facilitation. 43.9%
of respondents presumably keep those results mostly to
themselves (or their team), with only 19.1% running some form
of evaluation with the intention of proving impact to clients or
stakeholders.

/
\
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() Which of the following methods do you use to assess the impact of your
facilitation work?

Post-session follow-up 71.2%
(e.g. survey, calls) ’

Facilitator debrief or reflection sessions 70.2%

Pre-session needs analysis 39.9%

Defining measurable objectives 36.4%

Collecting data to measure

33.4%
the achievement of the objectives

Creating or sharing impact stories

. 31.9%
(e.g. reports, case studies)

Other 4.6%

This doesn't apply to my work 3.3%

When asked a more granular question about assessment
methods, the most popular answers were post-session
follow-ups (71.2%) and facilitator debriefs (70.2%). Clearly
reflection—whether with participants or within the facilitation
team—is the primary mode of looking back and trying to figure
out how things went.

A second tier of methods (30 to 40%) shows a moderate
uptake of more formalised approaches: pre-session needs
analysis, defining measurable objectives, and collecting data
against defined objectives. These practices indicate a shift
toward more structured evaluation frameworks, though these
are not yet universally adopted.

Impact stories (31.4%) suggest an interest in narrative-based
evaluation, connecting facilitation outcomes to compelling
examples that help clients understand value (we’ll see more
about this in the next section, Communicating Value).

Only a small minority (3.3%) report that impact assessment
does not apply to their work, confirming that evaluation is
becoming an expected part of professional facilitation prac-
tice.

If we add a breakdown by experience to this data, we can
see that experienced facilitators are more likely to integrate
follow-ups, debriefs and needs analysis. Beginners and
intermediates show much lighter use of these methods. This
suggests that rigorous evaluation is a learned practice,

not yet embedded across the field. Practitioners may need
greater support in developing these habits earlier.

The why, how and what of assessing facilitation’s impact — 29
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(2] When do you typically conduct follow-up evaluations or check-ins after your sessions?

immadistly ater he sesson (N -
witin T weck. (R -
It varies by project/client (e 220
a weeks after [ -
1-3 months after (D ¢
3-6 months after _ 91%

More than 6 months later [ /5%

Unsurprisingly, opportunities for the facilitator to check in on
participants or follow-up after sessions diminish in time, with
47.6% of facilitators running their assessments immediately
or within one week after a session (40.9%). This makes sense,
but at the same time we know that to sustain actual change
and check for progress on actions agreed upon at the end of

a workshop, it would be more effective to check in later, and
repeatedly.

These results open up another range of questions: can
one-off sessions be effective in bringing about real change?
What are the barriers to establishing longer-term working
relationships with clients and teams? We’'ll look into this in
more detail in the question on barriers, below.

() How frequently do you follow up with participants after your facilitation sessions?

Atter mostsessions (. -
Atter svery session (. -
occasionaty (.
Only for major or long-term engagements [ 5%
varcty (R >
other (I 2%

Regular follow-up appears achievable for many facilitators,
but not universal. The drop from “after most sessions” (29%)
to “occasionally” (19.3%) and “only for major engagements”
(13.3%) hints at practical constraints such as time, access to
participants, or client expectations.

The why, how and what of assessing facilitation’s impact — 31



(2] Which tools have you used regularly for evaluating your sessions over the past 12
months?

Google Forms [ s
Mentimeter [, oo
Microsoft Forms (I, e
Paper evaluation (I o
other (IS o
SurveyMonkey (NN oo
zoom pPolis (D 5cn
Typeform _ 7.8%
None (D 0%
Qualtrics - 5.2%

Control Room App [ 12%
Actionable.co / Habit builder . 1.0%
Alchemer . 0.9%

LAMA Poll | 01%

Let’s look at what tools support facilitators in their evaluation
work. These tend to be accessible, multi-purpose survey
forms. Generally speaking, these are lightweight systems that
enable quick feedback rather than comprehensive evaluation.
Google Forms (48.4%), Mentimeter (29.9%) and Microsoft
Forms (28.4%) were the most common choices. Of these, only
Mentimeter is custom-made for interactivity (e.g. in-session
use).

In that 21.3% of “Other” responses, phone calls and email
feedback were mentioned a dozen times, while most remaining
entries are individual tools or custom processes mentioned
only once. This reflects a wider challenge: many facilitators
want to understand their impact but lack tried-and-tested
methods or common standards. Developing more coherent
evaluation habits may be an important next step for the
profession.
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() What are the biggest challenges you face when trying to assess the impact of your facil-
itation work?

Lack of client feedback/follow-up (e 235%
Hard to tell what impact comes from facilitation (e 211
No standardized metrics (D o262
Lack of time (D 2o
Lack of clear goals/no defined outcomes [ <52
Lack of access to data (e.g. privacy issues) [N  25%
Lack of clarity on methodology, best practices [N 2 52
Budget constraints _ 12.2%
Lack of tools or systems [N 1024
other (D o

Most challenges named by respondents relate to structural
and relational issues rather than tools. “Other” responses
highlight long time horizons for behaviour change, unclear
client goals, and concerns about the reliability of participant
feedback.

Many of the most common challenges are relational, not
technical.

The top barriers reported (lack of client feedback, unclear
goals, difficulty isolating the effect of facilitation) stem from
collaboration and alignment rather than from the absence of
tools. This points to a wider challenge: without clearer goals,
follow-up or shared measurement practices, it becomes
harder to explain facilitation’s value in complex environments.

Improving impact assessment requires, at its core, changes
in how facilitators frame their work. Considerations around
impact should come at every stage of the process, not as a
last-minute add-on.
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SO WHAT? —EXPERT INSIGHT

One of the clearest themes emerging
from the data is that the learning and
development community is deeply
committed to 'impact'. Yet the conver-
sations within the field reveal that the
word impact is doing a lot of heavy
lifting. As Melanie notes, practitioners
often “focus mainly on satisfaction,”
even though “there is no correlation
between satisfaction and application
(Alliger & Janak, 1989).” The data rein-
forces this longstanding tension: we
are using one word to describe several
fundamentally different outcomes.

From our perspective, 'impact’ is
currently a shorthand for three distinct
ideas:

1. Facilitator performance and
in-room engagement,

2. Participant experience (relevance,
confidence, perceived value), and

3. Business or organizational
outcomes (behavior change and

measurable results).

Each of these is important. Each
deserves to be understood. But they
are not interchangeable. And when
they blur, it becomes difficult for orga-
nizations to design effective evaluation
strategies. As Chris puts it, “We need to
define what we're talking about when
we say ‘impact’, because much of the
existing data focuses on how success-
fully the facilitator engages participants
in the room versus the change that'’s
created for the organization.”

Impact Must Be Defined Upfront

One shared observation is that many
challenges highlighted in the report
stem from evaluation beginning too
late. Teams often measure only what is
easy—typically so-called Level 1 reac-
tions—rather than what is meaningful.
Melanie sums up the risk: “Meaningful
evaluation is only possible when you
know where you are going. If you don't
know where you are headed, how can
you measure if you actually reached
your desired destination?” If the desired
business outcomes are not defined
during contracting, practitioners are
left trying to isolate impact retroac-
tively: a task that is both unreliable and
unnecessarily difficult.

Impact measurement becomes dramat-
ically more feasible when expectations
are explicit. Clarifying the Return On
Expectations (ROE) gives both the
facilitator and the client a shared direc-
tion, enabling more targeted evaluation
and more actionable insights. Some
questions that may help in clarifying the
desired ROE:

How did the idea of the course / work-
shop come about?

Which strategically relevant topics and
numbers could/should the training/
workshop/session influence positively/
make a positive contribution to?

Imagine the program achieves its goals.
How are participants acting differently
afterwards? How do you imagine that
will impact the business?
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A Multi-Stage, Multi-Method
Approach

The report’s findings show that most
respondents’ evaluation happens
immediately after a session. While these
early data points matter — relevance,
confidence, and intent-to-apply are
predictive indicators — they do not yet
reflect behavior change. “All that | can
say after a few days,” Melanie explains,
“is whether | liked it and whether | have
a plan to apply, but there's no proof yet.”
Actual impact unfolds across time.

A stronger approach blends multiple
sources, multiple methods, and multiple
time points. Qualitative stories can
complement quantitative measures;
observation and follow-ups can validate
early indicators; manager input can
contextualize progress and barriers.

As Chris emphasizes, evaluation data
should serve three purposes: “Yes,
validate impact — but also use it to
course correct, and use it to inform what
comes next.”

This ongoing rhythm shifts evaluation
from a one-time audit to a continuous
feedback system capable of supporting
real change.

Recommendations for Strengthening
Evaluation and Impact

Based on our combined experience
and what the report surfaces, we offer
several practical recommendations for
practitioners seeking to deepen their
impact evaluation:

1. Start with the end in mind.
Define intended outcomes at the
contracting stage. Chris’s analogy
captures it well: “My Uber driver
cannot know where to take me if |
don’t plug in the destination.”

2. Fallin love with the problem, not
the solution. Melanie first heard this
phrase from a colleague. It resonates
because solution-first thinking often
leads to misaligned interventions.

3. Ask the essential question. Before
designing or delivering anything,
ask: “Are you paying me to deliver
content, or are you paying me to
drive change?” The answer deter-
mines everything that follows.

4. Use session-level evaluation to
capture leading indicators. Focus
on what predicts downstream
behavior change: relevance, confi-
dence, readiness and commitment
to specific application — not just
satisfaction.

5. Identify barriers early. Post-program
check-ins should reveal what might
support or hinder application. These
insights are often the most action-
able for clients.

6. Track behavior change (self
reported and observed) over time.
Thirty-, sixty-, and ninety-day data
provide the clearest picture of where
learning is translating into change.



7. Blend qualitative and quantitative 8. Use tools that match the type of

data. Stories, reflections, and exam- impact being measured. Engagement
ples can reveal nuance that numbers tools are valuable — but they are
alone cannot. As Melanie observes, not impact tools. Different outcomes
“We gotta move beyond just only require different measurement
surveys.” approaches.

A Shared Opportunity

The field’s commitment to impact is clear. What the data highlights — and what our
experience reinforces — is the need for clearer definitions, earlier alignment, and
more continuous evaluation rhythms. None of this replaces existing practice; rather, it
enhances it. By distinguishing between types of impact and measuring what matters
at the moments that matter, practitioners can demonstrate value more confidently
and create stronger outcomes for learners and organizations alike.

Melanie Martinelli

Melanie combines her entrepreneurial spirit with 18+ years of experience in
L&D to help build memorable & results-based learning experiences. In her roles
as CEO at the Institute for Transfer Effectiveness and Founder of Going Beyond
Training, Melanie is passionate about making transfer happen. She applies
strong business acumen, rich practical experience across cultures & a deep
understanding of what makes learning stick to support her clients in being
more strategic in their L&D initiatives.

Chris Taylor

Chris founded Actionable.co in 2008 to help leadership and change consul-
tants prove the behavior change impact of their corporate learning programs.
Since then, Chris — and his team at Actionable — have supported the deploy-
ment of over 7000+ programs leveraging the Undeniable Impact framework
for driving change. In addition to being a regular speaker for both public and
private events, Chris has penned over 150 articles for dozens of publications,
been quoted in The National Post, Toronto Star and Globe & Mail and hosted
90+ thought leader interviews for the iTunes #2 ranked business podcast, The
21st Century Workplace.
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Meaningful evaluation is

only possible when you know
where you are going.

If you don’t know where

vou are headed,

how can you measure if you
actually reached your desired
destination?

Melanie Martinelli

Connect the dots from

the purpose and objectives
of facilitation support

to the client's needs and
desired outputs/outcomes.

Christine Thomas



SO WHAT? —EXPERT INSIGHT

From the responses shared within measures of success, reasons to
evaluate, and assessment methods, there is a clear desire and excite-
ment for evaluation within facilitation. The majority of respondents
undoubtedly have identified the need for knowledge and satisfaction
assessment. However, this data stops merely at the facilitator and
doesn’t necessarily translate into knowledge exchange.

This is such a missed opportunity!

How can practitioners then bridge that connection between facilitating
content and real-world applications of lessons learned? Connect the
dots from the purpose and objectives of facilitation support to the
client's needs and desired outputs/outcomes. This can be done by
implementing learning evaluation frameworks such as the Kirkpatrick
Evaluation model, Kaufman’s Five Levels, and the CIPP (Context, Input,
Process, and Product) Model, which incorporate the co-creation of
learning questions and objectives at the design stage rather than
simply utilizing post-session evaluations as a metric of success.

It may seem burdensome or even intimidating to change a tried-and-
true method that has already been operating well for practitioners.
However, these tweaks and adjustments will “level up” the facilitation
approach and allow for even more engaging and meaningful sessions.

Connecting the Evaluation Dots: Recommendations

How can facilitators then make these tweaks? When possible, collab-
orate with your client and target audience to think with the end in
mind. This increases buy-in from the client and participants, assisting
in an even more robust methodology. In addition, solidify the learning
objectives, learning questions, and evaluation framework before
implementing your facilitation.

1. Select the appropriate learning evaluation model: There are many
evaluation models to choose from, but only one is needed for each
learning facilitation session/series. Think about the scope of the
facilitation work and client-stated need, such as whether there is
a focus on employee implementation of lessons learned (Kirkpat-
rick Model), training outcomes (CIRO Model), success and failure
(Brinkerhoff Model), or others.

2. Identify the learning objectives: If you had to describe this to a
lay audience, could you share 2-3 main takeaways that you'd like
from your client engagement? These are your learning objectives.
They should feel tangible, real, and SMART (specific, measurable,
achievable, relevant, and time-bound).
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Ex: "By the end of this six-session series, participants will develop
an organization wide 3-year Strategic Vision and Plan including
understanding metrics for departmental success, as assessed by the
facilitator."

3. Develop concrete learning questions: Think about what you're
trying to understand, learn, or share with your participants, client,
and audience through your sessions. From that, develop learning
questions that logically connect to your learning objectives.

Ex: “How readily can participants develop SMART metrics for the
organization’s departments? Which participants have indicated their
utilization of the Strategic Vision and Plan in their departmental
annual work plan process, if any?”

4. Increase data collection checkpoints: Rather than simply
relying on post-session evaluations to assess satisfaction, utilize
pre-session evaluations as a means of comparison. This allows
for a “before and after” snapshot to highlight a more compre-
hensive learning picture. Aim to capture data throughout your
sessions through multiple means, such as through surveys, Miro,
post-it feedback, etc. When utilizing strategic learning questions
throughout a series, this varied data can also aid in identifying the
learning continuum of participants.

Collaboration is Learning

Through collaboration and meaningful design, evaluation can become
more than just a single event but a woven element into the practi-
tioner’s toolbelt. It’s all about helping show the logic of your thinking.
When utilizing all the tools in the facilitator’s toolbelt, such as pulse
check surveys and pre-/post-evaluations through Google Forms or
Menti, virtual collaboration boards like Miro for qualitative feedback, or
live capturing world cafe post-it reactions, there can be a rich amount
of data to answer the learning questions and meet learning objectives.
These small tweaks allow for sustainable facilitation and lead to
understanding the (often elusive) impact.

Christine Thomas

Christine E. Thomas, MPH is a Social Impact Evaluation and Strategy Consultant
and the Founder + Principal Consultant of Limitless Creativity, LLC,

a strategic advisory firm supporting mission-driven organizations.

With over a decade of experience in evaluation, impact assessment, and strategic
learning, her work focuses on helping organizations and teams understand how to
make data useful, meaningful, and integrated into the big picture.




INCREASING IMPACT

@ What helps create
impact, what hinders
it, and how to learn
more

In this section, we look at the topic of increas-
ing facilitation's impact. To do this, we asked
some open questions about what creates
impact in facilitation, and what barriers and
challenges stand in the way.

The story facilitators tell goes like this: the practices that
generate meaningful outcomes are relational and hard to
quantify. As for the barriers that limit impact, they tend to be
structural and outside the facilitator’s control.

This fits the picture painted above: facilitators feel they

have control on what they do during sessions; they collect
feedback, and reflect on it in order to grow and improve. What
happens after or in-between sessions, on the other hand,
seems to be a bit of a black box.

While steering clear of the impulse to quantify everything, we'll
still challenge this view, as there is much more facilitators can
do to demonstrate impact and increase uptake (of decisions
taken) and learning retention. In this, experienced practi-
tioners are leading the way.

We also check in about favorite learning resources, and what
frameworks expert facilitators have been borrowing to learn
more about evaluating impact.
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What practice most improves impact?

(2 What's one practice you believe most improves the impact of your facilitation work?
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In their answers to an open question
about what facilitation practices are
most impactful, summarized above,
facilitators consistently point to prac-
tices that are difficult or impossible
to quantify: presence, trust, listening,
safety, clarity, attunement. Even when
asked directly about “impact”, people
describe conditions, behaviours, and
intangibles rather than metrics.

This contrast is revealing:

On the measurement side, we see a
field trying to establish legitimacy by
developing better evaluation practices.

On the craft side, we see a community
that instinctively understands that the
core value of facilitation often lives
outside the reach of dashboards.

Both are true.

The most impactful facilitation moments
are often relational, not measurable

When facilitators say that “deep
listening”, “presence”, or “safety” have

the strongest effect on outcomes, they
are describing micro-behaviours that

- - . . -, .. e e e e e - -

change human interaction in ways that

res

ist quantification.

You can measure outputs — decisions
made, commitments defined, satis-

fac
mo

tion scores — but not the catalytic
ment when people felt safe enough

to tell the truth.

A more nuanced view emerges:

1.

We can measure outcomes, actions,
and progress.

...and facilitators increasingly need to
do this to demonstrate value, espe-
cially in corporate environments.

2. We cannot fully measure the rela-

tional, emotional, and cognitive
shifts that make those outcomes
possible.

...and facilitators instinctively name
these as their greatest contributors
to impact.

Therefore, we must cultivate the
ability to translate intangible shifts
into organizational goals and objec-
tives.

... making the invisible visible.

What helps create impact, what hinders it, and how to learn more — 41



Barriers to impact

(2] What do you believe is the strongest barrier to facilitation having an impact?
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Across the data, facilitators describe a clear pattern: impact is shaped in the inter-
play between what happens in a session and what happens afterwards, when larger
organizational culture comes into play.

Lack of follow-through, unclear goals, disengaged participants, and working cultures
that make honest collaboration difficult are the strongest barriers detected. The
problem is, it's a lot easier for facilitators to influence dynamics within sessions than

before or after.

This suggests that improving facilitation’s impact is a shared responsibility. Impact
ultimately depends on whether leaders and teams create the right conditions for
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actions to "stick". So how can facilitators influence those conditions? What can they
do to contribute to creating organization-wide cultures of facilitation?

The pathway forward lies not in grand redesigns but in small, reinforcing practices
that strengthen clarity, follow-through, and shared ownership. Ultimately, the most
impactful facilitators are those who focus a lot of attention on conversations with key
decision-makers and clients before and after sessions and workshops.

Support for the goal of the session from various levels of
the company or organizational hierarchy is important to
the success of facilitation.

After the session, participants go back to a work envi-
ronment and systems which weren't designed to support
the changes explored during the session.

Building in the time for facilitation rather than cramming sessions
with no room for participants to contribute and engage with one
another. People feel like they don't have time for something to be
facilitated because they need to get the work done. They don't
realize that they're work would be better if given the time.

Performative participation. People show up, say the
“right” things, and leave unchanged. They offer polite
engagement, but won't risk being authentic. The biggest
barrier isn’t resistance, it'ss compliance. Real impact
requires discomfort, honesty, and letting go of control.

What helps create impact, what hinders it, and how to learn more — 43



SO WHAT? —EXPERT INSIGHT

There's a dirty little secret that’s gone
unspoken for far too long in the facil-
itation, training, and L&D space, and |
am thrilled this report is finally calling

it out. The vast majority of sessions
result in inspiration but not necessarily
transformation in the form of sustained
behavior change.

The hard truth is that even the best-de-
signed and facilitated sessions fail to
create lasting impact if participants
lack opportunities or resources

to practice and apply what they’'ve
learned on the job. | know the feeling

of disbelief (and a bit of despair) when
| first learned that the workplace envi-
ronment has the greatest influence over
behavior change. Back in the 1930s,
Kurt Lewin captured this in his equation:
Behavior (B) is a function of the Person
(P) and their Environment (E).

The good news is we are not here to
play the blame game. No one person or
group is solely responsible. As the report
mentions, the impact of our sessions is
a shared responsibility—between the
facilitators, learners, and the organiza-
tion's stakeholders. It is our job to be
aware of and articulate these limitations
to our participants and stakeholders in
order to maximize the impact we can
have.

Romy Alexandra

So how can we truly make a difference
when we have limited influence over
the workplace environment participants
return to after sessions?

My answer: Co-creation!

Just as we co-create session designs for
better results, we need to co-create the
impact. Not only with our participants,
but even more importantly, with the
organization’s leaders and decision
makers.

For the past 2 years, my colleagues,
Maria Niederwieser and Craig Tindall,
and | have been diving into how to
create conditions for change, measure
what matters, and act on evidence to
maximize learning impact. While most
of us understand that measuring impact
is important, far fewer know simple,
science-backed strategies to make it
actionable. Check out Oh My Impact! for
more robust resources there!

Below are some of my favorite practices
for strengthening co-ownership of
impact before, during, and after sessions
in a well-known facilitator format:
BINGO!

As you play, see which practices you're
already doing and which you might
lean into more intentionally to boost the
impact of your sessions throughout the
year.

Romy is a Chief Learning Officer, Learning Experience Designer, and Facilitator on a mission
to humanize workplaces and learning spaces. She specializes in designing and delivering
transformative learning experiences that integrate psychological safety, experiential

learning, neuroscience, and behavior change.
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BEHAVIOR CHANGE BINGO - How many of these do you already do?

BEFORE SESSIONS

Set expectations early
(and honestly)

You talk openly about the
limits of one-off sessions,
ask clients if they desire
inspiration or transfor-
mation, and position
follow-up interventions
as a core part of the
learning journey to ensure
accountability (not as a
later-added upsell).

DURING SESSIONS

Design for real
work application

You anchor the learning in
participants’ actual
projects, workflows, and
upcoming deadlines.
Sessions are scheduled
to align with real work
opportunities so that
practice happens inside
the job, not on top of it.

Secure visible
leadership buy-in

Leveraging “authority
bias”, you involve senior
leaders early by asking
them to open the
program, send an email,
or record a video for
participants to grasp why
this work truly matters to
the team and organiza-
tion.

Help participants
personalize their “why”

Tapping into intrinsic
motivation, you create
space for self-reflection
on why the session topic
matters to them and how
the learning connects to
their values or personal
goals - even when the
session is mandatory to
attend.

AFTER SESSIONS

Design for active and
embodied practice

Sessions are not only
discussion-based but
instead designed to help
participants actively
practice what we're
there to build, using real
work scenarios and case
studies, embodied expe-
riences with live feedback
loops, project-based
work, etc.

Lock in action and
accountability

You ensure participants
leave with a clear, action-
able plan, which might
include micro-steps to the
goal, obstacles that can
get in the way, risk-man-
agement strategies to
counter-act them, and

an accountability partner
system to boost follow-
through.

Follow up to reinforce,
not just recap

Participants receive
follow-up resources,
tools, email reminders,
and videos in a sched-
uled cadence after the
sessions to encourage
practice and continuous
application of skills once
real life resumes.

Help leaders embed
learning into workflows

You host an audit with
team leaders and
stakeholders to pinpoint
continuous opportunities
to apply the competencies
in upcoming meetings,
rituals, projects, and
communities of practice.

Measure and amplify
impact over time

You collect quantitative
and qualitative data
several months after
the sessions to capture
longer-term impact in
participants’ own words,
and help leaders share
that progress visibly
across the organization.



Just as we co-create
session designs for
better resulits,

we heed to co-create
the impact.

Romy Alexandra
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(2 Where have you found useful learning resources around facilitation impact?

peer discussions (I
Communities (I
Books o research papers (M

Online courses or webinars (I
Conferences or meetups (I

45.4%
42.3%

Mentoring or coaching (NI

other (D

9.9%

The responses collected overall on the topic of impact paint
the picture of a sector that has yet to develop a systematic
approach to assessing its own merits. So let's look at where
practitioners might want to go to learn more, and take those
next steps.

When asked about learning resources, facilitators pointed to
social and peer learning: peer discussions and communities
are the ideal situations to learn from one another. Facilitator
communities have multiplied in the past few years, so if you
are not part of one yet, consider joining. And for all those
already involved in peer-to-peer learning, we hope this report
encourages you to host conversations around evaluation,
assessment, and sharing stories of impact.

Unrealistic expectations; often clients expect everything
to be solved in just a couple of hours when the reality is,
multiple sessions may be necessary.

Lack of an overall plan with allocated resources to imple-
ment actions that may be established from facilitation.
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As for more structured approaches to

J TOP PODCASTS

1. Myriam Hadnes’
Workshops Work.

2. Douglas Ferguson’s
Facilitation Lab.

learning, we asked for resource recommen-
dations on impact but the responses we got
were more around favorite resources for
learning about facilitation. Here are recom-
mended top 5 podcasts, newsletters, and

books:
3. Leanne Hughes'
First Time Facilitator Podcast.
4. Beth Cougler Blom’s il TOP BOOKS

Facilitating on Purpose.

5. |AF England and Wales’
Facilitation Stories.

& TOP NEWSLETTERS

1. SessionlLab’s newsletter
(thank you!)

2. |IAF-World’s newsletter

3. Myriam Hadnes’
Workshops Work newsletter

4. AJ&Smart’s
Facilitation Newsletter

5. Jan Keck’s
newsletter on icemelters

Across all responses, very few facilita-
tors cite resources specifically designed
for facilitation impact measurement.
Some mentioned the Kirkpatrick Model
of training evaluation, or advised looking
into Theory of Change resources and
Monitoring and evaluation literature. In
terms of books, a repeated mention was
“Measure What Matters” by John Doerr.
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1.

The Art of Gathering, How We Meet
and Why it Matters by Priya Parker
(2018)

Gamestorming: A Playbook for Inno-
vators, Rule-breakers, and Change-
makers by Dave Gray, Sunni Brown,

James Macanufo (2010)

. Facilitator’s Guide to Participatory
Decision-Making by Sam Kaner (1996)

The Surprising Power of Liberating
Structures: Simple Rules to Unleash
A Culture of Innovation by Henri
Lipmanowicz and Keith McCandless
(2014)

Facilitating Breakthrough: How to
Remove Obstacles, Bridge Differ-
ences, and Move Forward Together
by Adam Kahane (2021)

Respondents mentioned using materials
from management, behaviour science,
learning and development, and educa-
tion, fields which provide models for
defining or measuring behaviour change.

Impact evaluation in facilitation is
underdeveloped as a speciality: practi-
tioners are piecing together approaches
from adjacent fields.
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There is an opportunity to develop tools, frameworks and practices adapted specifi-

cally to the reality of facilitation.

As a final note on the topic of continuous learning, being aware that co-facilitation is
a key learning pathway, we asked a specific question about what makes co-facilita-

tion more powerful.

(2 When working with other facilitators, what practices — if any — help you improve

together over time?

Unstructured conversations after sessions

Developing shared templates or materials

Structured format for reflection
after sessions

Holding regular team trainings
or skill-shares

Reusing and refining past agendas
Reviewing data together

Writing internal best-practice guidelines

~N
©
2

This doesn’t apply to my work

Other

Co-facilitation is one of the most
common ways to learn from and with
peers. How do facilitators formalize
such learning? It's fun to notice that
about half have unstructured chats
and conversations, and the other half
has some kind of structured format for
reflection.

When comparing experience levels,
facilitators’ improvement practices
diverge in clear ways. Beginners rely
mostly on unstructured conversations
(%72% of beginners selected this) and
are far more likely to say co-facilitation
practices don't apply to their work
(%28%).

Intermediate facilitators engage the
most in team-based learning — they are
the group most likely to develop shared

45.7%

451%

321%

templates or materials (x58%) and to
participate in team trainings or skill-
shares (#51%).

Experienced facilitators favour more
deliberate, systematic approaches:
they are significantly more likely to

use structured retrospectives (*44%
versus =29% of intermediates and

~18% of beginners) and to review data
together (#23%, compared to under
10% for beginners). They also stand out
for consistently refining and reusing
past agendas (62%). These patterns
suggest a developmental arc: facilitators
begin with informal reflection, move
into collaborative learning as their
practice matures, and ultimately adopt
intentional, data-informed processes to
improve their craft over time.



SO WHAT? —EXPERT INSIGHT

Four eyes see more than two. Espe-
cially in facilitation. Most facilitators
remember the session that almost
worked.

The design was solid, the energy was
decent, yet something felt slightly off.
Now imagine having someone next

to you who noticed exactly what that
something was, and helped you adjust in
real time. That’s the quiet superpower
of co-facilitation.

As with many things in life, we simply
do better together. We know this from
learning: how much more powerful it

is to attend a workshop or conference
with someone else. Someone to reflect
with, challenge assumptions and, most
importantly, make a plan with when
you're back at work. How will we inte-
grate what we learned into our reality?
Co-facilitation brings that same social
accountability directly into the facilita-
tion practice itself.

Personally, I've learned the most when
facilitating with someone else. It
becomes immediately clear how differ-
ently we see the same room. One of

us might take the lead, while the other
stays slightly in the background, sensing
energy, tracking participation, and using
breaks to reflect together. Where is the
group right now? What does that mean
for what comes next? Other times we
divide exercises, sharing the cognitive
and emotional load. Because holding
space, staying present, and reading a
group in real time takes a lot of energy
(more than we often admit).

The data backs this up. Early-career
facilitators tend to reflect informally and
often alone, while more experienced
facilitators increasingly rely on struc-
tured reflection, shared materials, and
deliberate improvement practices.

Co-facilitation seems to be a bridge in
that journey — moving us from “How do
| think it went?” to “What are we seeing
together?”

A powerful but often missed opportu-
nity is the debrief. When you co-facili-
tate, make space for a formal reflective
conversation after the session, not just
a quick “That went well!” Using a simple
After Action Review can go a long way:

What was the purpose and desired
outcome of the session?

What actually happened?
What worked well, and why?

What didn’t work as intended?

What will we do differently next time?

Always start with purpose. That’s what
you evaluate yourself against—not
perfection.

Perhaps the most underrated benefit
of co-facilitation is self-compassion.
Like leadership, facilitation is a practice
where you always succeed with some-
thing—and never with everything. And
that’s enough. Learning together helps
us normalize that truth, accelerate our
growth, and ultimately increase the
impact we create for others.

So ask yourself:

Who could you invite to facilitate with
you next time?

How might shared reflection
increasing the impact?

And what would become possible if you
stopped learning alone?
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Learning together helps
us normalize that truth,
accelerate our growth,
and ultimately increase
the impact we create
for others.

Anna Gullstrand

£)

Anna Gullstrand

Anna Gullstrand is Chief People & Culture Officer at Mentimeter and an expe-
rienced facilitator, leadership educator, and author of Facilitate!, Sweden’s
HR Book of the Year 2020. Mentimeter, your Everyday Engagement Tool,

is a 400-employee SaaS company with offices in Stockholm, Sydney and
Toronto, widely used by educators, facilitators, and leaders to improve their
practice, create business impact and contribute to a world where every voice
is heard.



s COMMUNICATING VALUE

What facilitators say,
what clients hear, and
what gets lost

In the previous sections, we've looked at how
and why facilitators assess their impact, and
on what makes this easier or harder. In this
next part, we go deeper into the topic of how
to talk about facilitation, it's impact and it's val-
ue. Practitioners and their clients describe the
impact of facilitation in vastly different ways.
And the value of facilitation might just get lost
in translation.

Learning to describe facilitation's impact in meaningful and
accessible ways might just be the most impactful thing the
industry can do.

y 52 — State of Facilitation 2026


https://www.sessionlab.com?utm_source=email-course-pdf&utm_medium=pdf&utm_campaign=beginners-email-course

(2 How do you communicate impact?

Word of mouth or informal sharing 51.4%

External reports (shared with external

Social media posts

Internal reports for colleagues,
participants or clients

Visual formats
(e.g. infographics, videos)

I haven't done this recently

Conference talks or meetups

Blog articles (e.g., Medium,
Substack, company blogs)

stakeholders and/or the public)

Books or other publications 4.5%

Research articles 4.0%

Other 4.0%

When 51.4% of facilitators rely primarily
oh word of mouth or informal sharing,
and 39.3% communicate impact only
inside their organisation, it means the
value of facilitation rarely becomes
visible beyond the immediate circle of
people who already believe in it.

In other words: the impact is
happening, but it doesn’t travel.

This creates a structural problem for the
field:

e Leaders outside the room never see
what worked or why.

e Potential clients don’'t encounter
compelling stories of impact.

o The public narrative around facil-
itation stays thin compared to
coaching, consulting, design, or L&D.

o Eveninside organisations, knowl-
edge stays siloed, not leveraged for

broader change.

40.6%
39.3%
21.3%

19.3%
18.8%
17.0%

15.1%

With only 17% publishing blog articles,
15.1% doing external reports and 4.5%
writing research or books, the visible
footprint of facilitation remains tiny
relative to the scale of work being
done.

This is one of the key conclusions
emerging across the dataset: facilitation
may well be very impactful, but the
field is under-communicating its value.

As mentioned in the brilliantly honest
quote by a respondent (all information in
the survey is anonymous, but you know
who you are: thank you):

- How do you describe the value of
facilitation?

-l don't. | probably should, but | don't.

What facilitators say, what clients hear, and what gets lost — 53



() Which of the following outcomes do you highlight when promoting your work?

Organizational transformation/development

Improved engagement/motivation (1 — oo o

Team alignment

57.0%
56.5%

Innovation or creative problem-solving _ 481%
Better decisions (I
Conflict resolution or improved collaboration _ 40.8%
Greater inclusion and accessibility _ 29.5%
Community development _ 27.3%
Reaching business goals/KPIs _ 26.0%
other (D -+~

The top four outcomes sit relatively close together, and nothing
dominates to an extreme degree — which suggests facilitators
frame their value in multiple, overlapping ways rather than relying
on a single headline outcome.

That said, facilitators are most likely to promote outcomes that
describe shifts in behaviour and collaboration (40%-63%). Busi-
ness impact is present in the background (KPls, 26%), pointing to a
translation challenge: connecting relational change to organisa-

tional results in language decision-makers recognise.

How do you describe the value of facilitation?
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| believe that facilitation skills are leadership skills for
our modern era. If anyone is bringing people together --
team meetings, whole company gatherings, community
groups, even 1:1's... you need to learn how to facilitate to
be an effective leader.

The value of facilitation is about It's the WD-40 of work processes

creating the conditions for groups -- it loosens things up so people

to do their best work together. can shift their POVs and engage in
discovery.

A productive move away from soul destroying "get 6 months of work
meetings. done in 3 days".

Este un catalizator: transforma un grup de oameni intr-o comunitate
care intelege mai bine directia si modul in care poate colabora.

(It is a catalyst: it transforms a group of people into a community that
better understands the direction and how it can work together.)

| don't. | probably
should, but | don't.
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Honestly, most clients don't naturally think in terms of "facilitation."
They usually just describe what they need in much more practical
terms like "we need to get unstuck on this decision," "we have

to figure out our strategy for next year," or "there are tensions in
the team we need to address." The word "facilitation" sounds too
abstract for many. They care about the result, not the method.

But both | and my clients have come to realize that the true value of facilitation
lies in the states it creates, and in the subtle shifts it brings to human interac-
tion. That's where the real impact is.
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Taken together, these responses
reveal a persistent (and frankly, a little
alarming) communication gap in the
field. Facilitators articulate value in
terms of alighment, inclusion, clarity,
and the deeper craft of designing
productive group processes.

Clients, by contrast, tend to describe
outcomes in more immediate and
concrete terms: productive meetings,
smoother discussions, decisions
reached, or conflict eased. The impact
they notice is real, but often described
superficially.

Many facilitators wish people under-
stood the underlying expertise and
long-term impact of facilitation: how it
shapes culture, prevents misalignment,
improves decision quality, and creates
the conditions for better collaboration.
The gap between experienced impact
and expressed value points to a core
challenge for the field: the benefits

of facilitation are widely felt, but not
widely articulated. Until practitioners
find more accessible, resonant ways to
communicate their craft, the work will
continue to be recognised in practice
but underestimated in discourse.

Clients often say that, as a result of facilitation, there is more clarity, more
calm, and a deeper sense of understanding. But interestingly, that’s not what

most clients are looking for at the start.

Clients usually say facilitation helps them get unstuck.
Vague discussions become clear decisions.

This depends on their knowledge of and experience with facilitation. Some see
it as a neutral person chairing a meeting, others talk about helping the partic-
ipants hear and understand each other, share their perspectives, reach better
decisions quicker, use creative approaches.
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Le temps nécessaire pour bien préparer et I'importance d'avoir un objectif clair.
(The time needed to prepare properly and the importance of having a clear
goal).

If clients knew more about how facilitation It's harder than it looks
works, it would be easy to partner on higher

level agenda design with an already educated

client rather than having to spend so much

time teaching them how collaboration works.

(2] What do you wish people understood better about the impact of facilitation?
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Good facilitation isn’t just managing time and reading the room. The real work
starts long before anyone arrives, by asking the questions that shape the
experience. It's designing the agenda, the activities, the structure, and the
conversations to drive real outcomes. It's structuring a process that thought-
fully democratizes input, filters ideas, and ensures the best thinking rises to the

top.

It takes more time to
prep than you think
and unless you are
doing surveys and
interviews several
months after training,
you don't really know
your impact.

Que a facilitagdo pode ser aplicada no dia a
dia da empresa e ndo s6 em momentos espe-
ciais (workshops).

(That facilitation can be applied in the
day-to-day running of the company and not
just at special times (workshops)).

In these responses we find practitioners pining for a world
where facilitation skills are more widely understood, used, and

valued.

So, how do we get there? Some responses seem to point

to way forward, hidden in the tension and apparent polarity
between these two positions: “facilitation is for everyone” and
“facilitation is a professional skill”. Let's see what they say.
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Facilitation is a basic skill
anyone can and should learn

Representative respondent quotes:

“If more people learned basic facilitation, half our meetings wouldn’t
be a mess.”

“Facilitation shouldn’t be mysterious — it's a practical skill every
leader should have.”

“We'd have better workplaces if everyone had facilitation 101, not
just specialists.”

“It's not magic. It's a mindset and a method anyone can apply daily.”

“Most impact comes when facilitation becomes part of everyday
behaviour, not a special event.”

Tone of this camp: Democratising, empowering, mission-driven.
These respondents see facilitation as the literacy of modern work.

Many respondents argue that basic facilitation should be part of
everyday working life — a shared capability that makes meetings
clearer, conversations more inclusive, and teams more effective.

Others stress the opposite: that facilitation is a sophisticated
professional discipline, requiring years of practice to navi-
gate power dynamics, conflict, emotions, and complex group
processes. Both perspectives are true.

Everyday facilitation skills are becoming more widely distributed,
improving collaboration across organisations. At the same time,
specialist facilitators bring a depth of expertise that enables
groups to tackle high-stakes, ambiguous, or emotionally charged
challenges.
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g

Facilitation is a professional craft
that takes years to master

Representative respondent quotes:

“People think facilitation is just talking to a group. They have no idea
how deep the craft is.”

“Facilitation looks easy only because a professional is doing it.”

“Anyone can run a meeting. Not everyone can facilitate a group
through complexity.”

“The hidden work — the design, the psychology, the group dynamics
— is entirely invisible to clients.”

“It takes years to learn how to hold conflict, power and emotion.
That's not a basic skill.”

Tone of this camp: Protective, craft-focused, frustrated at being
misunderstood.

These respondents see facilitation as a specialised discipline with
serious responsibility and consequences.

As more people gain some basic understanding of facilitation's value,
it becomes progressively easier to make space for the deeply trained
professionals, when it's really needed.

Therefore, the future of the field lies in holding both truths: raising the
baseline while recognising and protecting the mastery.
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SO WHAT? —EXPERT INSIGHT

The polarity surfaced in the survey—
facilitation as a basic skill versus facil-
itation as a professional craft—is not a
problem to be solved, but a tension to be
held. The future of the field depends on
our ability to do both well. As facilitation
skills become more widely distributed,
day-to-day collaboration improves.
Meetings become clearer, conversations
more inclusive, and teams more capable
of working through differences.

At the same time, this very diffusion
makes it easier for organisations to
recognise when situations require
professional mastery—when stakes
are high, ambiguity is real, emotions are
charged, and power dynamics are at
play. In such moments, the need for a
skilled and neutral facilitator cannot be
underestimated.

The different perspectives highlighted in
the survey are therefore not surprising.
The words facilitation and facilitator

can mean different things depending on
experience, exposure, and context.

For some, facilitation is simply a way to
run better meetings. For others, itis a
disciplined practice that helps groups
navigate complexity, conflict, and uncer-
tainty in ways that would otherwise be
difficult or impossible. The combination
of a company-wide culture of facilita-
tion with collaborations with external
professionals is often a feature of orga
nizations we've met in our work at FIA.

The IAF introduced the Facilitation
Impact Awards (FIA) to honour organ-
isations that have achieved a positive,
measurable impact using facilitation.
The word "impact" in this context refers

to the organisational outcome achieved:
the measurable ROI or results from using
facilitation.

Nominations are evaluated against 8
criteria, including the extent to which:

quantified results demonstrate that
objectives were met;

e Qualitative results indicate that
objectives were met;

e practice of facilitation was aligned
with the IAF Core Competencies.

Over the past 12 years, some 200 organ-
isations in 35 countries have received
awards at the Silver, Gold or Platinum
level. What do these organizations

have in common? In a nutshell, winning
organizations are able to tell a clear and
concise story about the impact they
wanted to see and how they used facil-
itation to achieve it.

Key success factors include:

e Having a clear, concise, and
measurable objective that
describes the desired outcome (e.g.
zero workplace health and safety
incidents). Session or process objec-
tives (e.g. create a collaborative and
safe workshop environment to enable
participants to reach a consensus)
are important for the practice of facil-
itation but to demonstrate impact,
organisations need to articulate the
outcome rather than the activity.

e Knowing how they will evaluate
impact at the beginning of the project
and investing time and energy to
gather quantified and qualitative
data on the results achieved for each


https://www.sessionlab.com?utm_source=email-course-pdf&utm_medium=pdf&utm_campaign=beginners-email-course
https://www.iaf-world.org/discover-the-iaf/#Core-Competencies/

objective. A key point here is that the
results are measures of impact (the
change that occured) rather than
measures of activity (e.g. the number
of sessions held) or participant satis-
faction (e.g. satisfaction scores at
the end of a session). Including more
than one objective in a nomination
but not including measures for each,
is a common reason nominations do
not receive an award.

+ Nominating at the right time recog-
nising that it can take the passage
of time for the outcomes to be
achieved and the impact to be
measured. Nominating too early
before the measurable results are
available is another of the most
common reasons nominations do not
receive an award.

e Providing practical examples of
how the facilitator practiced the IAF
Core Competencies. This is done by
stating behaviours that demonstrate

Julia Donohue

what they did rather than making
generic statements about the compe-
tencies.

e Describing the value of facilitation:
what is the role facilitation played in
helping the organisation to achieve
its objective? We know it can be
challenging to draw a causal relation-
ship between one or more facilitated
sessions and achieving a measurable
outcome. Organisations that value
facilitation accept and can explain
this connection.

We know that all facilitation when done
well creates inclusion and ownership
amongst stakeholders and other intan-
gible benefits. The Facilitation Impact
Awards challenges organisations to
step up and measure the results.

To learn more about how organisations
have achieved a positive, measurable
impact using facilitation, read the FIA
awardee case studies at Facilitation
Impact Awards.

Julia specialises in designing, facilitating and managing processes to help groups

achieve their desired outcomes. Together with her clients, she pioneered—some
24 years ago—the use of facilitation, design thinking and human-centred design
to create better government regulatory experiences for citizens. She is a past chair
of the IAF Global Board and was the Facilitation Impact Awards project lead for 8

years.

Shalaka Gundi

Shalaka currently serves on IAF's Global Board as the Director of Conferences and
Events and is the project lead of the Facilitation Impact Awards. A Psychology graduate
and a Human Resource Management professional, she facilitates organizations to help
them strategize and plan, align teams to organizational goals, improve collaboration
between groups, innovate for better problem solving. She is a certified Flow Game host
and facilitates Youth Leadership workshops through the United Nations Volunteers.
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The insight

for the field is clear:
facilitators must

become better translators
of their own impact.

Julia Donohue

& Shalaka Gundi
Facilitation Impact Awards team
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THE IMPACT OF Al ON FACILITATION

Efficiency, creativity,
quality, and caution

As we near the end of this year's report, let's
take a moment to check in and update our
information on the hot topic of Al.

All hype aside, how are facilitators actually in-
tegrating Al in their workflows? What tools are
they using, and for which tasks?

() Have you used Generative Al tools in your facilitation practice in the past
12 months?

Often

Sometimes

38.7%

25.4%

Trying it out 20.6%

Never 15.2%

Efficiency, creativity, quality, and caution — 65



The biggest shift year-on-year is in the Often category, which
nearly doubles, from 21.7% to 38.7%. This suggests that Al
is no longer something facilitators are cautiously experi-
menting with: it's becoming a regular part of their workflow.

The drop in Trying it out (from 27.5% to 20.6%) and Never
(from 25.1% to 15.2%) indicates a movement along the adop-
tion curve: fewer facilitators are beginners or sceptics, and
more are establishing repeatable Al-powered practices.

(2) Which tools have you used?

openal chatceT (I o
Microsoft Copilot (s s65%
Google Gemini — 29.7%
Claude by Anthropic _ 21.7%
miro Al (D 7o
Fathom, Otter.ai, or other meeting assistants _ 15.4%
SessionLab Al [N o
Gamma Al - 7.6%
Midjourney - 4.9%

stormz Al [ 277

Among facilitators already using Al, the landscape is still
dominated by general-purpose tools rather than facilita-
tion-specific ones. More than half of respondents rely on
OpenAl's ChatGPT, making it by far the most widely adopted
Al assistant in the field.

Adoption of tools directly embedded in facilitation platforms
remains modest. Adoption of Miro Al (17.9%), SessionLab Al
(9.1%), and meeting assistants such as Fathom or Otter.ai
(15.4%) indicate that facilitators are still in the early stages of
integrating Al directly into their design and delivery environ-
ments.

The sentiment analysis summarised below reflects a mostly
cautiously positive approach. When asked how Al is impacting
their facilitation work, practitioners write about it as a useful
helper, but also note quite a few concerns about reliability.
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Y;' SessionLab

Design faster with a
context-aware Al Assistant

Instantly generate agendas, get smart suggestions
and transform existing material with SessionLab’s
context-aware Al.

/’
% Can you create a 4 hour workshop on facilitation skills? ]

A

SUGGESTED

® What can be improved?
& Add categories to blocks
:= Add session description
B Add more breaks

% Add more energizers

EDIT CONTENT

Translate to >
& Change tone >

(B Simplify language

= Make shorter

== Make longer

Get started for free
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Ai and faciliation
() How is Al impacting your facilitation practice? Sentiment analysis
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(2) What did you use Al in facilitation for?

Preparing sessions 85.2%
Wrapping up and post-workshop activities
Marketing (D 20

Facilitating sessions ([N 2252

sales (I 05%
B

Other 8.6%

Correlating with what we've seen so far, session preparation (85.2%)
is where most facilitators are actively using Al tools. We can combine
this with data from the graph below, where we asked a more granular
question about use-cases. Together, these clearly show that Al is
strongest in the early design phase, as a thinking and brainstorming
partner (generating ideas and brainstorming is the most common
use-case, with 67.5% of facilitators using Al at this stage).

Al plays a meaningful role in post-workshop activities (53.9%) such as
summarizing information and creating reports (31.3%).

Scenario creation for role play and scenario planning (51.6%) has
emerged as a high-value use-case that is quite specific to facilitation.

Live facilitation use remains limited, but has risen from 19.6% last year
to this year's 23.5%.

Communication and promotional uses are secondary but certainly
useful, freeing facilitator's time from more marketing-oriented tasks
such as crafting advertising materials and invitations to workshops
(28.2%).
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() What did you use Al in facilitation for?

Generating ideas; brainstorming 67.5%

Summarizing information

Research (e.g. on session topics) 52.8%

Creating scenarios for role play,

. X . . 51.6%
scenario planning or similar activities

Transcribing and
summarizing conversations

Creating materials for participants,
(e.g. presentations or handouts)

Creating reports 31.3%

Designing the full agenda 28.2%

Creating advertising materials

PP 28.2%
and/or invitations

Translation 24.2%

Closed captions 6.2%

Other 6.0%

Responses to the open question "How is Al impacting your facilitation practice?"
reflected a great diversity of opinions (and enthusiasm) in the field. We've clustered
the main topics that emerged below.

The largest cluster of responses discusses Al as a productivity booster, helping with
admin, prep, and drafts. Al is also often described as a creative partner, especially
given how many facilitators are working alone.

Certain individual responses brought very specific use-cases, such as using Al

to check for the accessibility of a specific session design, or to tailor content to a
certain group of participants. Those tech-savvy pioneers who have very much
embraced using Al in facilitation have a lot of ideas to share. In 2025, a number of
training events and conferences were organized to do precisely that: we can see this
continuing into 2026 and beyond.

It helps me generate materials that are much more tailored to participants'
specific needs and context. They feel the session was designed specifically for
them and their challenges.

Efficiency, creativity, quality, and caution — 69



Ai's impact on facilitation
How is Al impacting your facilitation practice? Clustered topics
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Makes transcribing
Post-its so much
easier!

| use it to create mini courses to level up
my knowledge in advanced techniques and
sometimes around the client subjects and
industry information.

It compensates the fact that i work | hear of non-facilitators
alone and have less opportunity to using it for session design.
design sessions with other colleagues. | worry that the art of facil-

itation is being lost.

It makes some of the repetitive and timeconsuming
assignments easy and quick to complete, and some-
times gives ideas you would not think of.

How to best make use of Al, and digital skills in general, featured high among
responses to the last questions we've asked this year: What are the most important
topics for facilitation to focus on going forward?

Below you'll find a visual summary of responses.

Overall, these point toward a field negotiating both continuity and disruption. Facil-
itators want deeper grounding in human-centred practices (psychological safety,
trauma-informed work, intercultural competence) while also expanding their ability
to work with emerging technologies (Al, hybrid tools, digital fluency).

Another strong thread emphasises societal relevance — navigating polarization,
supporting sustainable transitions, and holding spaces for dialogue at scale. The
skills of the future, in this view, combine facilitation craft with leadership capacity,
ethical awareness and technological literacy.
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The future of facilitation

() What, in your view, are the most important topics for the field of facilitation to
focus on in 20267
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SO WHAT? — EXPERT INSIGHT

Participants don't arrive at workshops
ready to think.

What we have observed in 2025 and
what’s most likely to continue is that
they arrive exhausted. Politically,
economically, technologically over-
whelmed. Operating in hyper-vigilant
mode where speed matters more than
depth, where certainty feels safer than
ambiguity. Participants come from
places where they learned to optimise
rather than deepen, to react rather than
pause and respond. Nervous systems
are running on stress hormones, not
curiosity.

If this is the reality facilitators face in
2026, it changes everything about our
work.

When people are dysregulated, they
cannot access the cognitive and
emotional resources needed for
creativity, listening, or respectful
disagreement. Psychological safety
isn't a workshop value to aspire to: it's
a neurological prerequisite for thinking.
Without it, we're just performing collab-
oration whilst reinforcing the patterns
that brought us here: reactive, polarised,
optimised for getting things done rather
than thinking things through.

In response to the question about what
is most important to focus on for 2026,
a participant in the State of Facilitation
survey responded:

“Facilitation for complex, ambiguous
problems. We're operating in an
increasingly stressful and uncertain
environment (economic pressure,
financial uncertainties, wars, ideolog-
ical societal polarization, increased
citizen surveillance, rising taxes..).

All of this creates a highly complex
climate with increasingly complex
problems.”

The facilitation work starts before any
activity begins. It's creating conditions
where participants can down-regulate
enough to access their full intelli-
gence. This means pacing. Permission
to slow down. Modelling calm when
pressure mounts to speed up. Holding
space when discomfort arises instead
of rushing to resolution. This isn't
preparation for the real work: this IS the
work.

Last year | wrote about bringing the
body back into the room. This year is
about what we do with that body once
it's present: we regulate it. And since
this has become a lost skill to most
participants, it's on the facilitator to
create the conditions where people
can shift from survival mode into
collaborative mode. Where they can
tolerate not knowing, sit with disagree-
ment, and trust that slowing down now
means better decisions later.

This is work Al cannot do. Al optimises
for speed, unless prompted otherwise
—for confirmation, for the answer

that fits what we already think we
want. It doesn't sense when someone's
breathing has changed and cannot
interpret the reason for which the room



has gone quiet. It won’t know when to
push groups further into discomfort and
when to allow ease to take space.

This being said, Al found its place as
our co-facilitator already and it would
ignore the facts to deny its benefits. Al
can support us in staying present for
this work. It can handle the pre-work,
generate activity variations, help us
audit our designs for bias or cultural
blind spots. Al becomes valuable when
it frees us to do the embodied, intuitive
work of sensing and responding to
what's happening in real time.

As another respondent put it:

“Al is helping speed up preparation
and content creation, and offering
real-time insights into group
dynamics, engagement, and what
emerges during sessions. This frees
me up and a facilitator to focus on
high-impact relational work—deep
listening, equity-building, and
collective sensemaking—while the Al
tools support logistics, analysis, and
synthesis tasks.”

Myriam Hadnes

The potential impact of well facilitated
spaces goes beyond the workshop
room. Taking a look at the state of
public discourse, we see the lack of
respect, the inability to disagree without
dehumanising, the optimisation for
outrage over understanding. Facilitated
spaces can model what regulated,
respectful dialogue looks like, so that
participants can take that experience
with them to impact the outer world.
Our workshops aren't separate from the
political and social dysfunction we're
witnessing: they can be one of the few
remaining spaces where people practise
a different way.

Facilitation in 2026 is about nervous
system regulation. It's about creating
islands of calm in a culture of reactivity.
It's about proving that groups can think
better when they slow down, listen
louder, and trust that the wisdom they
need is already in the room, if we can
create conditions where people feel
safe enough to access it.

This is the work. Not in spite of Al, polit-
ical chaos, or exhausted participants.
Because of them.

Dr Myriam Hadnes is the founder and CEO of workshops.work, a leadership training
agency specialising in delivering high-impact workshops in 15 languages for multi-
national organisations. She holds a PhD in Behavioural Economics and hosts the
Unprofessionalism podcast (formerly workshops work), which ranks in the top 5%
globally. Through the podcast, Myriam and her guests challenge traditional profes-

sional norms and explore authentic leadership.
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Facilitation in 2026 is about
nervous system regulation.

It's about creating islands of
calm in a culture of reactivity.

Dr Myriam Hadnes



In closing

As this year’s report draws to a close,

we find ourselves curious about its own impact.
Our hope is that it sparks conversations within
facilitation communities, and leads to small, con-
crete shifts in how facilitation is designed, sup-
ported, and sustained.

Looking to the practices of more experienced facilitators
throughout the report, one place to start is with
three simple questions:

o How can outcomes be defined more clearly - for yourself, for
participants, and with clients?

o How might follow-up become part of the facilitation work-
flow, rather than an optional extra?

e Where will the story of what changed be captured and
shared?

These questions do not require new tools or complex frameworks.
They invite attention to intention, continuity, and visibility - the
conditions that repeatedly appear where facilitation has the
greatest impact.

We hope reading this report has inspired you to try something new,
perhaps to sign up to a course, read a new book, test a new tool.
What new ideas did reading this report spark for you?

Do you have any comments or feedback for us?

Or, even better, any ideas on what you’d like us to ask in the 2025 survey,
for inclusion in next year’s report?

Your comments and feedback help shape the next edition of the State

of Facilitation survey: some questions will stay the same (to allow for the
emergence of patterns) but we have quite a few ideas for improvement
already, and would love to hear yours. Just drop us a note at state-of-fa-
cilitation@sessionlab.com
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Romy Alexandra
Chief Learning Officer @ Brain
Matters

Julia Donohue, GAICD
Facilitator, Project Team Member
@ Facilitation Impact Awards

Anna Gulistrand
Chief People & Culture Officer
@ Mentimeter

Tim Leake
Founder & Crusher of Soul-
crushers @ Let's Lightbulb

Chris Taylor
CEO @ Actionable.co

Carrin Robertson
Marketer, community manager
@ SessionLab

Gemma Palacio
[llustrator, Visual Storyteller &
Designer @ SessionLab

Deborah Rim Moiso
Report Editor, Content Writer
@ SessionLab

Steve Bouchard
Head of Training & Client Rela-
tions @ xchange

Dr Myriam Hadnes
Founder & CEO, podcast host
@ workshops.work

Shalaka Gundi, CPF

IAF Certified Professional
Facilitator, Project Leader

@ Facilitation Impact Awards

Melanie Martinelli
CEO @ Institute for Transfer
Effectiveness

Christine E. Thomas, MPH
Monitoring, Research and
Evaluation Specialist

James Smart
Head of Content @ SessionLab
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STATE OF FACILITATION PARTNERS

About our partners

Thank you to our partners for supporting the State of Facilita-
tion project by sharing with their networks, helping us shape
the survey and report, and for their constant work to grow the

profession.

promoting the power
of facilitation worldwide

FACILITATION

Fxchange
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The International Association of Facilitators (I1AF)
is a participatory organisation with members in
more than 65 countries.

As a professional association, we set internationally
accepted industry standards, provide accreditation,
support a community of practice, advocate and
educate on the power of facilitation and embrace
the diversity of facilitators.

The Facilitation Impact Awards honours organi-
sations that have achieved a positive, measurable
impact using facilitation.

Over the past 12 years, over 200 organisations
have received awards. Nomin ations are evaluated
against 8 criteria, including the extent to which a
clearly defined objective has been met. To learn
more about how organisations have evaluated
outcomes, read the FIA awardee case studies at
Facilitation Impact Awards.

Nominations for the Facilitation Impact Awards
are open until Saturday, 28 February 2026.

xchange is a global leadership development
training company that specializes in creating
transformational learning experiences. It offers
certification programs to leaders, coaches and
consultants in how to design and facilitate with the
xchange Approach, enabling connection, learning
and belonging to occur at speed and scale.
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Actionable.

[ N

Institute for
Transfer Effectiveness

/ trevato

Turn on the lights with Actionable.

Actionable provides training companies with the
tools to prove and amplify your impact, so you
can deepen client relationships and stand out in a
crowded market.

At the Institute for Transfer Effective-

ness, thinkers, doers and critical minds from

L&D research and practice passionately pursue a
common goal: to increase the transfer success of
training and development programmes.

To this end, we conduct intensive research on the
factors influencing transfer effectiveness, develop
scientifically sound tools and interventions and test
them in practice.

The results are practicable hands-on tools and
useful best-practice solutions based on sound
findings.

trevato is a training evaluation tool that helps you
move beyond satisfaction surveys to measure the
true impact of training.

With real-time dashboards and personalized
recommendations, you can clearly show results and
gain insights to keep improving your programs.
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WHO'S BEHIND THE REPORT?

The State of Facilitation
report is an initiative

from SessionlLab:

the go-to platform for

session design.

With our Session Planner and library of methods we

support facilitators and workshop designers because
nothing pleases us more than excellent collaboration.
With this yearly survey and report, we are holding up
a mirror to the profession in order to inform, challenge

and inspire.

If you have any questions about the report or the data behind it,
or want to contribute to the next edition, get in touch with us on
state-of-facilitation@sessionlab.com.
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Organize HMW notes
Introduce the Sprint

Expert interviews &
"How Might We...?
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15m
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Y~ = Designsprint2.0/Day1-Map&Sketch X 6ndom &

TITLE AND DESCRIPTION

Organize HMW notes

Get team members to read all the HMWs by asking them to

categories all the HMW post-it notes.

Introduce the Sprint

Step by Step Process for solving big problems and testing new ideas

in just 4 days.

Expert interviews & "How Might We...? notes

Interview the people that are experts in some parts of the problem in

order to bring all team members on the same page.

Vote on HMWs

Look at the 'How Might We' questions and get people to vote to

select the HMWs with the biggest potential.

Long term goals

Come up with long-term goals and select the main goal that the
sprint will focus on. (In 2 years time, if everything worked out

perfectly, what would the best case scenario)

Instead of a lengthy group conversation, you will use a note-and-

vote exercise.

All changes saved ({42 Share

ADDITIONAL INFO

After the expert interviews are concluded, ask peo
HMW post-its on the wall.

Design Sprint 2.0 is the most up-to-date, semi-offi
Sprint, as of May 2018, developed further from the
Sprint framework by AJ&Smart and Jake Knapp.

1. Distribute red sticky dots to each participants,
dots to the Decider.

2. Get people to vote which HMWs are the most i

3. Create a voting tree: Take all the HMWs that h:
(with at least 2-3 votes), and put them in an ore
The more votes an HMW has, the higher it is pl

1. Everyone gets post it-s and writes down what
long-term goal should be. Take up to 5 minute
individually, in silence. (1 goal per person)

2. Put the post-its on the wall and get each team |
aloud what their goal is.

3. Give one voting dot per person. Let the Decide
first voting round, and everyone else adding th
to the long-term goal they find most important.

4. After everyone voted, tell the Decider to use th
decide what the long-term goal should be anc
long-term goal to be pursued.
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APPENDIX

How we collected
and analyzed the data

Data was collected through a survey run between September
and November 2025 using the Typeform platform. All answers
were collected anonymously. Automated multi-language trans-
lation was used, and respondents could answer open-ended
questions in their preferred language. We obtained responses
in English, French, German, Italian, Portuguese, Spanish,
Romanian and Russian.

To obtain responses we promoted the survey in our
SessionlLab newsletter subscribers and to our users, as well as
our partners' networks, various facilitation-related communi-
ties and social media channels.

The survey reached 1052 individuals and had a 67.8%
completion rate resulting in 714 responses. As most ques-
tions were optional, those who did not answer specific ques-
tions are not included in responses. Therefore, charts always
display the number of responses collected for each question.

When analyzing the data, we used visualizations to present
the data distribution. In the report we included the basic
breakdown of the data, and in a few cases a few alternative
breakdowns, while in our analysis we used more views of the
data to try to identify patterns.

For the open-ended questions, we used both manual and
automatic methods, including through OpenAl’s ChatGPT, to
classify the responses, and several people were involved in
cross-checking final results. We shared our analysis and data
breakdowns with domain experts who additionally provided
their insights.
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The go-to platform
for session design.

Y.' SessionLab

Drag, drop and reuse content. Calculate time automatically.
Collaborate in real-time. Create a session in minutes
(not hours) with SessionLab.

www.sessionlab.com

¥ RO

B Mar 27, 2024 Q@ 7:35AM > 2:15PM

Day 1- Map & Sketch

On Monday morning, you'll kick off your
sprint by sharing knowledge, understanding
the problem, and choosing a target for the
week's efforts. In the afternoon you will seek
inspiration and start preducing / sketching
potential solutions.

7:35AM I Organize HMW notes 15m
7:50AM I Introduce the Sprint 1om
B:00AM  Expertinterviews & "How Might We..2no...  30m
8:30AM I Vote on HMWs 15m
8:45AM I Long term goals 15m

9:00AM  DEFINE THE CHALLENGE

9:00AM | Coffee Break 15m
915 AM I List sprint questions 30m
9:45AM I Map 45m
10:30AM || Lunch Break 1h 00m
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Expert interviews &
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Long term goals
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Lightning Demos

Coffee Break

4 Step Sketch

¥ -

Design Sprint 2.0

Step-by-step process for solving big problems and testing new ideas in just 4 days. Design Sprint

to-date, semi-official version of the Sprint.

One of the biggest differences between the original Design Sprint and the Design Sprint 2.0 is that 2.0 i
just in startups, but also in large organizations that don't necessarily have time to commit an entire weel
® It takes four days instead of five.

¢ You only need the full Sprint team for two days instead of five

Design Sprint 2.0 - Day 1 - Map & Sketch

On M‘ouday moming, you'll kick off your sprint by sharing knowledge, understanding the problem, and cf
week’s efforts. In the afternoon you will seek inspiration and start producing / sketching potential solutior

W present information M group discussion decision making break W individual note .

10:00am I Introduce the Design Sprint 2.0

DEFINE THE CHALLENGE

Design Sprint 2.0 / Day 1- Map & Sketch X 6h 40m &
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i Sprint framew
in just 4 days.
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8:30AM Vote on HMWs 1. Distribute
" . dots to th
15m Look at the "How Might We' questions and get people to vote to
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