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7 Keys to
Unlock Collective
Intelligence in
Your Meetings

Make your team meetings more
meaningful, productive and fun.
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At The Zone, our mission is to awaken the heart of

greatness in organizations.

Since 1999, we ve been guiding leaders, teams and
organizations to create happy and high-performing
cultures. We've empowered 100+ companies
worldwide to unleash their collective intelligence and
creatively solve their biggest challenges.

Visit thezoneglobal.com to learn more.
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INTRODUCTION

The way we work has fundamentally
transformed. Hybrid and remote
collaboration has reshaped how teams
connect, communicate, and perform.
This shift has prompted a closer look
of company culture: how we stay
aligned, how we innovate, and how we
bring out the best in one another, even
when we're not in the same room.

In this new era of distributed work,
meetings are more important than
ever. They're key for collective
problem-solving, alignment, and
creativity. The challenge now isn't just
how we meet, but how well we do it.

The best leaders are recognizing that
the future of performance lies in
tapping into something deeper: the
collective intelligence of their teams.

When we show up with intention, foster
psychological safety, and use proven
collaborative methods, we unlock a kind
of team “superpower”’—one that turns
diverse perspectives into breakthrough
ideas. This is collective intelligence
(CQ), and we believe it's one of the
most important factors for thriving in
today’s complex, fast-moving world.
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Bad Meetings,
A Badge of
Honor?

When you open your calendar for the
day, how do you feel? Excited by the
potential to make progress, or dreading
another round of draining, aimless
meetings?

If it's the latter, you're not alone. Many
of us are stuck in a cycle of
unproductive meetings that eat up our
time, steal our focus, and leave little
room for real work. And it's costing us—
personally and professionally.

According to recent research,
employees lose over 5 hours per week
to meetings that don't move the
needle. Multiply that across a
company, and the numbers are
staggering. On average, $25K per
employee is wasted each year on
unnecessary meetings. For a 100-
person team, that's $2.5 million
annually. For an organization of 5,000?
Over $100 million.

And that's just the financial impact.

We also pay in human terms—fatigue,
frustration, and a work culture that still
treats back-to-back meetings and
burnout as signs of commitment.
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Somewhere along the way, we began
wearing bad meetings like a badge of
honor. No breaks, no breathing room, no
time to refuel—just the next Zoom, the
next agenda, the next hour lost.

It's time to break that cycle.

Meeting fatigue isn't inevitable. If we
care about performance, well-being,
and doing more with less, we need to
design meetings that are intentional,
energizing, and outcome-driven. Ones
that help us collaborate better—not just
talk more.

Our people, our teams, and those we
serve—whether customers, citizens, or
patients—deserve better.

Time lost in unnecessary meetings*:

S hours
per employee
per week

Annual financial impact of
unnecessary meetings*:

O $25K wasted per employee

$2.5M wasted by
O a company of 100 people

@ $100M wasted by
a company of SO00 people

*The Cost of Unnecessary Meeting
Attendance Report 2022
by Otter.ai



So What's The
Alternative?

How do we move beyond
unproductive meetings and unlock real
progress? The answer lies in activating
a team'’s collective intelligence—the
capacity to think, create, and solve
together in ways that go beyond
individual smarts.

When tapped
intentionally, CQ drives
better decisions, fuels
creativity, and helps teams
tackle complex challenges
with clarity and
momentum.

It's built on a simple but powerful
principle: teams get smarter when
people work together in the right way.

When CQ is present, the right work
gets done, and it's done with energy,
focus and motivation that lasts. It
allows teams to sprint to a deadline
without burning out before the finish

line. More than that, it restores the
human spirit, rather than draining it.

When people feel their contributions
matter, performance improves at the
individual, team, and organizational

level.
Collective
Intelligence

THE RESEARCH BEHIND IT

Back in 2010, Dr. Anita Woolley, a
leading voice in organizational behavior
at Carnegie Mellon, uncovered
something powerful: our traditional
understanding of group intelligence was
off the mark.

Conventional thinking assumed that a
team'’s intelligence could be predicted
by adding up the IQs of its individual
members. But Woolley’s research
showed otherwise. What really drives
team performance isn't individual
smarts—it’s collective intelligence.

Teams with high CQ consistently
outperform others. The key ingredients?
Two simple yet essential behaviors:
tuning into one another’s cues—both
verbal and non-verbal—and ensuring
everyone has a voice. This even
distribution of conversation, known as
"turn taking," is a game changer.
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It holds true today, especially in virtual
and hybrid environments. Whether it's
through speaking, using the chat, or
collaborating in shared docs, what
matters is shared participation. When
contribution is balanced, teams get
smarter together.

ODQO

And behind every high-CQ team is a
facilitative leader. Someone who
creates the conditions for connection,
coordination, and contribution.
Someone who helps every voice be
heard—and every person bring their
best to the work.

Whatisa
Facilitative

[.eader?

At The Zone we define a facilitative
leader as:

“One who believes in, and
applies, collaborative
processes to facilitate or
make easy the work of the
group to achieve its purpose
in a way that is aligned with
the agreed values of the
organization.”

They know that the team is smarter
together and that no one ‘talent’ holds
all the answers.

They know that meetings need to be
creatively and thoughtfully designed to
unlock the potential of people. That
psychological safety is where it all
begins and where it can just as quickly
end. They work on their facilitation skills
with humility and regular feedback from
the team.

They know that by slowing down to
speed up is not just a quote, it actually
works.
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Let’s get practical.

How can you change your approach to meetings and
start unlocking collective intelligence?

Here are our seven guiding principles.

Start with purpose

\/

Human first, Agree on the
agenda second ground rules

Activate the whole person

‘Lightly deeply’ Inclusion is an
wins the day active process

Design your ending



1

Start with
purpose



If there is only one thing you
take away from this guide,
let it be this: Purpose is your

north star. Everything
begins with purpose.

It should be at the heart of all pieces of
work: Why are we meeting right now?
What is the purpose of this meeting?
What do we want to accomplish
together?

Think of it this way: Purpose is like
claiming your summit point. It's like
putting a flag in the middle of the table
and saying ‘this is why we are here
today, why it's meaningful to us, and
this is what we will have achieved'. If
your purpose isn’t clear, what
questions need to be answered first?

Purpose is where productive meetings
begin. Declaring it up front—before the
session even starts—is what allows
people to align their knowledge,
attention, and energy. Setting a clear
purpose isn't hard, but skipping it is
one of the fastest ways a meeting can
slide into confusion—especially when
people come from different functions.
Without purpose, we talk past each
other, not with each other.

High-performing organizations know
that purpose shapes everything: the
structure of the meeting, the agenda,
even who's in the room. When it's clear,
meetings move faster, stay focused,
and drive real outcomes.

The challenge? Many teams know this,
but still default to a format that lacks
direction. And that small omission has a
big cost—in time, clarity, and collective
momentum.

TIP O1

Include the purpose of every
meeting in the invite, and confirm it
at the beginning of the meeting:
"The purpose for today's meeting is

, does that work for everyone?"

By answering the question of purpose,
we can make cascading decisions that
are smart. Who needs to be in the
room? What preparation is required?
What level of decision-making do these
people need to have about the process,
the time span, the format, the venue,
etc.?

It challenges everyone to consider other
options too. Do we really need in-
person or video communication, or will
an email, phone call, or collaborative
platform like Slack, Asana or Trello get
the job done? Simple, effective, and not
overengineered is always a good option.
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Human first,
agenda second



Human first, agenda second is the next
guiding principle. Think of it as the
need to slow down to speed up. Now
that we've established a clear, aligned
and meaningful purpose, let’s turn our
attention to the people in the process.

Whether in a virtual or physical setting,
how often do you ask ‘what condition
are people in?'. Are they in a good
state to proceed? They may physically
be in the room, but where are their
minds? How are they feeling, and how
will this help or hinder our agenda?
How can | support the team to
optimize their performance in the time
we have together—in other words, be
our best selves focused on the
purpose at hand.

It requires people to be proactive and
get their ‘whole person’ in the room, be
present aware and connected to the
group and the purpose of the
meeting..

But the intent is always the same.
Checking in gets everyone ready for
the session, acknowledging life is
happening and we are human in our
reactions. The role of the facilitator can
be rotated amongst the team.

TIP 02

[fyou are concerned about time,
allocate a set amount of time to
each person and use a timer. It’s
simple yet effective.

TIP O3

Remember to check in when
online as well. It can be easy to just
sign in and go straight to the task.
Pause to connect with the human
behind the screen and take a few
moments to check in with each
other.

Have a ‘check-in’ before
the agenda starts. It can be
something quick and fun or more
deep and meaningful depending

on the nature of the meeting.
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Check-in Process

Choose 1-3 powerful questions. Ask each participant
to take their turn to answer them. Actively listen, with
no interruption and no need to respond.

Examples of check-in questions:

What is on my mind and
‘ iz keeping me from being fully

present here today?

~_, What are my hopes and
fears about this project /
this workshop / meeting?

What am | deeply
grateful for right now?

What will | contribute
‘ g to make our session a

success?
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How is the current
situation impacting me,
my family, my community,
my work?

What was the highlight
and the lowlight of my
week?

Who on the team would
| like to acknowledge?

What's the most fun
| had this week?






It's very easy to slip into a pattern of
behavior and habits that define how
meetings run. What we need is an
explicit agreement on what behaviors
will support us to make how we work
together in meetings productive and
fun.

SN

It’s not enough to bring

great minds together, set a
problem and expect them
to come up with the answer.
Collective intelligence
doesn’t work like that.

It needs a strong foundation of safety
and trust, and it has to be explicitly
created and over time reviewed. Any
teams will have a framework to base
this on. Typically they are the core

values of the organization. That's a
helpful place to start.

TIP O4

Be transparent and upfront about it.
If people need to take a call, deal
with a client or family request,
encourage an upfront declaration
before the meeting gets going. Help
people have the confidence to do
this.

TIP O5

Reflect and review after a few
months on how behaviors have
changed. Itis a living and learning
agreement. Ask the questions, ‘how
is your experience? What are you
enjoying? What would you suggest
we do differently?’. Align on what to
change and work on, and the next
review date.

For instance, how do you feel about
multitasking in a meeting? For most
people, the answer would be that it's
not ok, yet it happens. If our goal is to be
present and have our whole person
focused on the purpose, then it's not
helpful.

You cannot be present to the group and
be checking your phone. Indeed, The
State of Meetings Report 2019 found
that 55% of employees consider people
checking their phones during meetings
the biggest annoyance.

It's also disrespectful. How many times
have you stayed up late, made personal
sacrifices to finish a presentation or
report for a meeting only to be faced
with people on their devices doing
‘more important’ work while you
present?

This behavior is even worse in calls
online.

14 Copyright © 2020 The Zone Global Partnership. All rights reserved.



How do ground rules help set

positive behavior?

Ground rules protect the conditions
for collective intelligence to thrive.
When unhelpful behaviors go
unchecked—like arriving late, showing
up unprepared, or dominating the
conversation with politics or ego—they
quietly drag the team’s momentum
down. These behaviors often stem
from instinctive reactions: defend,
attack, or retreat. They're signs of
people bracing for a difficult room, not
leaning into collaboration.

As a facilitative leader, your role is to
shift that dynamic intentionally. Co-
create clear, agreed-upon behaviors
with the group by asking: What will
help us do our best thinking together?

TIP O6

Simple agreements go a long way: listen
fully, stay present, one voice at a time,
tech on silent, no interruptions.

When working remotely, it's even more
important to align on how you'll show
up. Will cameras be on or optional?
Should everyone stay on mute unless
speaking? How will you ensure equal
airtime?

The goal isn't control, it's clarity. When
people know what's expected, they
show up better. And when the
environment feels safe and structured,
CQ can finally do what it's meant to do:
move ideas forward, faster.

Social perceptiveness—our ability to read cues and stay connected—is a key
driver of CQ. Having cameras on can help, as it brings facial expressions,
tone, and body language into play. But always being “on” can be exhausting.
The constant stream of visual input adds another cognitive load.

So be intentional. When does video truly enhance this conversation? Are
there moments where turning it off helps people focus more deeply or listen
more fully? Experiment and try different formats. Tune in to what works for

your team. Sometimes, stepping away from the screen helps everyone show

up more fully.
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But it takes a safe

\ environment to freely express
how you feel about something
and share ideas, especially if

While it may often feel like our it's different to the leader’s

o . opinion.
brain is the only part of us that is
valued at work, it is useful to Tuning into all of our internal
remember we are more than this. resources is a skill. It allows us

. o to access and filter
We have our heart, intuition, , o
information in different ways

experience and imagination at our

) and make decisions quickly. It
disposal too. We refer to thisasour takes some practice but is

whole person. well worth doing because
when we all focus on an
aligned purpose, our CQ as a
team is amplified. It's a kind of
magic.

TIP O7
Here are some practical actions you can take to activate everyone’s ‘whole
person’ at your next team meeting:

o Create space for people to think privately and capture their thoughts on
sticky notes or assign pre-work. Some of us respond better if we are given
time to reflect in advance.

» Help people express how they feel about things. The action or decision may
make logical sense but may not feel good, so ask the question “How do you
feel about it?”

e [fhavingalonger session, plan frequent breaks and be aware of energy
levels. Get the body moving with a back/shoulder stretch, dancing to music.

o Getoutside. Inviting pairs to discuss the subject on a 15-minute walk
outside is also a great way of getting people into action.
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The Whole Person Model

S/~ imagination
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= "  CREATIVITY
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THINK
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collective heart energy
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KNOWING

EXPRESS / ACT
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REAL WORLD / PRACTICAL / EVERY DAY
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Remember the last time you were at
your best—working with a group you
genuinely enjoyed, solving real
problems together, and feeling totally
alive in the process?

Chances are, it wasn't just the
challenge that energized you. It was the
people, the purpose, the shared
momentum, and the energy you were
bringing to the room.

In her powerful TED Talk, brain scientist
Dr Jill Bolte Taylor said, “Be

responsible for the energy you bring
into the space.” After a stroke shut
down the left side of her brain, she was
left to navigate the world through
feeling, not language. What stayed with
her was the impact of others’ presence
—how their energy shaped her
experience.

BN

This awareness is vital in

high performing teams.

Tension still shows up, but

instead of being seen as
threat, they reframe it as part
of the creative process.

TIP O8

Notice when the discussions start to
drift into this territory and bring
them back to ‘lightly deeply” to keep
the CQ and energy flowing.

Share with the group what you
observe about the energy in the
room, while keeping your own
energy light, and with a smile.

Teams that thrive don't take
themselves too seriously. They take the
work seriously, but they bring a spirit of
lightness, trust, and collaboration to the
process.

We call it the ‘lightly deeply’ approach.
It keeps energy flowing, opens space for
new ideas, and creates an atmosphere
where people feel safe to contribute.
When things get too heavy, progress
slows. The fun disappears. Judgment
creeps in. But when the energy is right,
teams spark.
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The equal distribution of
conversation and contribution
is an important criteria to

unlock collective intelligence.

It's a common pattern: one or two
voices dominate, and the rest fade into
the background.

Skilled facilitators know how to shift
that dynamic. They create actively and
intentionally space for everyone to
contribute. And in virtual settings, that
awareness matters even more. It's
easy to overlook someone in the blur
of faces, or miss a pause in the flow of
conversation. That's why being present
to who's not speaking is just as
important as listening to who is.

In a high-CQ environment, listening
takes on a deeper dimension. Listen
from your whole person, listen to what
isn't being said, and listen beyond the
words.

TIP 09

Deliberately ask: “Who
haven't we heard from?” to
give everyone the opportunity
to be heard and contribute.
Consider using structured
rounds where questions are
answered to guide a
discussion. They can be very
useful to move a group forward
and encourage inclusivity.

Get curious with your
questions and open

with your ideas.

7

There's no right or wrong when you're
searching for a solution to a problem or
pitching new ideas for a product.
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Design your
ending



How often have you been in a
meeting that runs over, forcing
participants to clumsily recap
and agree next steps without
actually being clear and

aligned on what they are?

You then rush to the next meeting,
searching for the invite feeling flat, tired
or frustrated.

What's the cause of our sour mood? As
a whole person, we are left incomplete.
Our head wants clarity, our heart wants
to express how we feel before we sign
off, and then take a moment to gather
our internal reserves before we head to
the next meeting.

TIP 10

In the last 10 minutes of the
meeting, even if the discussion is
not complete, stop and agree on
next steps. This feeds the ‘heads’
of everyone and their need for
clarity and personal
commitment.

Next meeting, feed the heart and ask
attendees, “What do you need to say to
feel complete?”. The answer can be a
sentence or one word. It doesn't matter
what people say, it's the act of
expressing it that counts. And
acknowledge that there may be some
learnings in it for you. Celebrate the
work done by moving your body—high
five, jazz hands or even a dance!
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SUMMARY

We've explored seven guiding
principles—each one a key to
unlocking collective intelligence.
Together, they offer a powerful path
forward for teams and the leaders who
support them.

Facilitative leadership is a powerful
way to design meetings that matter
and unlock the true potential of your
team. We believe it’s a critical skill in
our fast-moving, complex world.

When we feel safe, seen, and
purposeful—even in moments of
challenge—we contribute differently.
We bring our whole self to work and
collaborative with confidence. That's
when collective intelligence starts to
flow, and it becomes the fuel for real
progress.

The good news? This doesn’t require
big budgets or massive reforms.
Organizations that use these seven
keys every day see the difference.
Small shifts repeated consistently can
create lasting change.

Try it for yourself. Take one of the
seven keys into your next meeting. See
what happens.

Reflect, refine, repeat and know that
every step you take toward smarter,
more human collaboration will pay off
at every level.
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At The Zone, our purpose is to awaken
the heart of greatness in organizations.

For the last 25 years, we've been
guiding leaders, teams and
organizations to create happy and
high-performing cultures. We've
empowered companies around the
world to unlock their whole person and
unleash their collective intelligence.

Through masterful facilitation,
transformative coaching and using our
unique toolkit, we tailor our approach
to your specific needs.

If you would like to discuss how you
can apply this to your organization and
get some specific help to unlock the
collective intelligence of your team,
then get in touch!
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	first, agenda second
	Human
	Human ﬁrst, agenda second is the next guiding principle. Think of it as the need to slow down to speed up. Now that we’ve established a clear, aligned and meaningful purpose, let’s turn our attention to the people in the process.
	Whether in a virtual or physical setting, how often do you ask ‘what condition are people in?’. Are they in a good state to proceed? They may physically be in the room, but where are their minds? How are they feeling, and how will this help or hinder our agenda? How can I support the team to optimize their performance in the time we have together—in other words, be our best selves focused on the purpose at hand.
	It requires people to be proactive and get their ‘whole person’ in the room, be present aware and connected to the group and the purpose of the meeting..
	But the intent is always the same. Checking in gets everyone ready for the session, acknowledging life is happening and we are human in our reactions. The role of the facilitator can be rotated amongst the team.
	TIP 02  If you are concerned about time, allocate a set amount of time to each person and use a timer. It’s simple yet effective.
	TIP 03 Remember to check in when online as well. It can be easy to just sign in and go straight to the task. Pause to connect with the human behind the screen and take a few moments to check in with each other.

	Have a ‘check-in’ before the agenda starts. It can be something quick and fun or more deep and meaningful depending on the nature of the meeting.
	Check-in Process
	Choose 1-3 powerful questions. Ask each participant to take their turn to answer them. Actively listen, with no interruption and no need to respond.
	Examples of check-in questions:
	What is on my mind and keeping me from being fully present here today?
	How is the current situation impacting me, my family, my community, my work?
	What are my hopes and fears about this project / this workshop / meeting?
	What was the highlight and the lowlight of my week?
	What am I deeply grateful for right now?
	Who on the team would I like to acknowledge?
	What will I contribute to make our session a success?
	What’s the most fun I had this week?

	Agree on the ground
	rules
	It’s very easy to slip into a pattern of behavior and habits that deﬁne how meetings run. What we need is an explicit agreement on what behaviors will support us to make how we work together in meetings productive and fun.

	It’s not enough to bring great minds together, set a problem and expect them to come up with the answer. Collective intelligence doesn’t work like that.
	It needs a strong foundation of safety and trust, and it has to be explicitly created and over time reviewed. Any teams will have a framework to base this on. Typically they are the core values of the organization. That’s a helpful place to start.
	TIP 04 Be transparent and upfront about it. If people need to take a call, deal with a client or family request, encourage an upfront declaration before the meeting gets going. Help people have the confidence to do this.
	TIP 05 Reflect and review after a few months on how behaviors have changed. It is a living and learning agreement. Ask the questions, ‘how is your experience? What are you enjoying? What would you suggest we do differently?’. Align on what to change and work on, and the next review date.
	For instance, how do you feel about multitasking in a meeting? For most people, the answer would be that it’s not ok, yet it happens. If our goal is to be present and have our whole person focused on the purpose, then it’s not helpful.
	You cannot be present to the group and be checking your phone. Indeed, The State of Meetings Report 2019 found that 55% of employees consider people checking their phones during meetings the biggest annoyance.
	It's also disrespectful. How many times have you stayed up late, made personal sacrifices to finish a presentation or report for a meeting only to be faced with people on their devices doing ‘more important’ work while you present?
	This behavior is even worse in calls online.

	How do
	ground rules
	positive behavior?
	help set
	Ground rules protect the conditions for collective intelligence to thrive. When unhelpful behaviors go unchecked—like arriving late, showing up unprepared, or dominating the conversation with politics or ego—they quietly drag the team’s momentum down. These behaviors often stem from instinctive reactions: defend, attack, or retreat. They’re signs of people bracing for a difficult room, not leaning into collaboration.
	As a facilitative leader, your role is to shift that dynamic intentionally. Co-create clear, agreed-upon behaviors with the group by asking: What will help us do our best thinking together?
	Simple agreements go a long way: listen fully, stay present, one voice at a time, tech on silent, no interruptions.
	When working remotely, it’s even more important to align on how you’ll show up. Will cameras be on or optional? Should everyone stay on mute unless speaking? How will you ensure equal airtime?
	The goal isn’t control, it’s clarity. When people know what’s expected, they show up better. And when the environment feels safe and structured, CQ can finally do what it’s meant to do: move ideas forward, faster.
	TIP 06 Social perceptiveness—our ability to read cues and stay connected—is a key driver of CQ. Having cameras on can help, as it brings facial expressions, tone, and body language into play. But always being “on” can be exhausting. The constant stream of visual input adds another cognitive load.
	So be intentional. When does video truly enhance this conversation? Are there moments where turning it off helps people focus more deeply or listen more fully?  Experiment and try different formats. Tune in to what works for your team. Sometimes, stepping away from the screen helps everyone show up more fully.

	Activate the                  person
	whole
	While it may often feel like our brain is the only part of us that is valued at work, it is useful to remember we are more than this. We have our heart, intuition, experience and imagination at our disposal too. We refer to this as our whole person.
	But it takes a safe environment to freely express how you feel about something and share ideas, especially if it's diﬀerent to the leader’s opinion.
	Tuning into all of our internal resources is a skill. It allows us to access and ﬁlter information in diﬀerent ways and make decisions quickly. It takes some practice but is well worth doing because when we all focus on an aligned purpose, our CQ as a team is ampliﬁed. It's a kind of magic.
	TIP 07  Here are some practical actions you can take to activate everyone’s ‘whole person’ at your next team meeting:
	Create space for people to think privately and capture their thoughts on sticky notes or assign pre-work. Some of us respond better if we are given time to reflect in advance.
	Help people express how they feel about things. The action or decision may make logical sense but may not feel good, so ask the question “How do you feel about it?”
	If having a longer session, plan frequent breaks and be aware of energy levels. Get the body moving with a back/shoulder stretch, dancing to music.
	Get outside. Inviting pairs to discuss the subject on a 15-minute walk outside is also a great way of getting people into action.

	The                                      Model
	Whole Person
	Lightly deeply
	the day
	wins
	Remember the last time you were at your best—working with a group you genuinely enjoyed, solving real problems together, and feeling totally alive in the process?
	Chances are, it wasn’t just the challenge that energized you. It was the people, the purpose, the shared momentum, and the energy you were bringing to the room.
	In her powerful TED Talk, brain scientist Dr Jill Bolte Taylor said, “Be responsible for the energy you bring into the space.” After a stroke shut down the left side of her brain, she was left to navigate the world through feeling, not language. What stayed with her was the impact of others’ presence—how their energy shaped her experience.

	This awareness is vital in high performing teams. Tension still shows up, but instead of being seen as threat, they reframe it as part of the creative process.
	TIP 08 Notice when the discussions start to drift into this territory and bring them back to ‘lightly deeply’ to keep the CQ and energy flowing.
	Share with the group what you observe about the energy in the room, while keeping your own energy light, and with a smile.
	Teams that thrive don’t take themselves too seriously. They take the work seriously, but they bring a spirit of lightness, trust, and collaboration to the process.
	We call it the ‘lightly deeply’ approach. It keeps energy flowing, opens space for new ideas, and creates an atmosphere where people feel safe to contribute. When things get too heavy, progress slows. The fun disappears. Judgment creeps in. But when the energy is right, teams spark.

	Inclusion is an                  process
	active
	The equal distribution of conversation and contribution is an important criteria to unlock collective intelligence.
	TIP 09 Deliberately ask: “Who haven't we heard from?” to give everyone the opportunity to be heard and contribute. Consider using structured rounds where questions are answered to guide a discussion. They can be very useful to move a group forward and encourage inclusivity.
	It’s a common pattern: one or two voices dominate, and the rest fade into the background.
	Skilled facilitators know how to shift that dynamic. They create actively and intentionally space for everyone to contribute. And in virtual settings, that awareness matters even more. It’s easy to overlook someone in the blur of faces, or miss a pause in the flow of conversation. That’s why being present to who's not speaking is just as important as listening to who is.
	In a high-CQ environment, listening takes on a deeper dimension. Listen from your whole person, listen to what isn’t being said, and listen beyond the words.

	Get curious with your questions and open with your ideas.
	There's no right or wrong when you're searching for a solution to a problem or pitching new ideas for a product.

	Design your ending
	How often have you been in a meeting that runs over, forcing participants to clumsily recap and agree next steps without actually being clear and aligned on what they are?
	You then rush to the next meeting, searching for the invite feeling ﬂat, tired or frustrated.
	What’s the cause of our sour mood? As a whole person, we are left incomplete. Our head wants clarity, our heart wants to express how we feel before we sign oﬀ, and then take a moment to gather  our internal reserves before we head to the next meeting.
	TIP 10 In the last 10 minutes of the meeting, even if the discussion is not complete, stop and agree on next steps. This feeds the ‘heads’ of everyone and their need for clarity and personal commitment.
	Next meeting, feed the heart and ask attendees, “What do you need to say to feel complete?”. The answer can be a sentence or one word. It doesn't matter what people say, it's the act of expressing it that counts. And acknowledge that there may be some learnings in it for you. Celebrate the work done by moving your body—high ﬁve, jazz hands or even a dance!

	SUMMARY
	ACKNOWLEDGEMENT
	We’ve explored seven guiding principles—each one a key to unlocking collective intelligence. Together, they offer a powerful path forward for teams and the leaders who support them.
	Facilitative leadership is a powerful way to design meetings that matter and unlock the true potential of your team. We believe it’s a critical skill in our fast-moving, complex world.
	When we feel safe, seen, and purposeful—even in moments of challenge—we contribute differently. We bring our whole self to work and collaborative with confidence. That’s when collective intelligence starts to flow, and it becomes the fuel for real progress.
	The good news? This doesn’t require big budgets or massive reforms. Organizations that use these seven keys every day see the difference. Small shifts repeated consistently can create lasting change.
	Try it for yourself. Take one of the seven keys into your next meeting. See what happens.
	Reﬂect, refine, repeat and know that every step you take toward smarter, more human collaboration will pay off at every level.
	We want to warmly acknowledge our mentor and friend Dr Dale Hunter and the Zenergy school of facilitation for their body of work, compiled over 25 years, in the ﬁeld of whole person facilitation. Dale is a pioneer in her ﬁeld, and the author of the international classic The Art of Facilitation.
	At The Zone, our purpose is to awaken the heart of greatness in organizations.
	For the last 25 years, we’ve been guiding leaders, teams and organizations to create happy and high-performing cultures. We’ve empowered companies around the world to unlock their whole person and unleash their collective intelligence.
	Through masterful facilitation, transformative coaching and using our unique toolkit, we tailor our approach to your specific needs.
	If you would like to discuss how you can apply this to your organization and get some specific help to unlock the collective intelligence of your team, then get in touch!
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