
2021 Arete Retreat
Workgroup Structure

Time
Each workgroup will last 55 minutes. The facilitator will ensure the structure and time are kept.
There will be a total of five workgroups on Friday with a five minute break between workgroup
sessions.

Roles
Presenter - Individual leader who brings an issue to the group to be discussed.
Facilitator - An individual who guides the group through the protocol, watches time, and monitors
the discussion.
Workgroup - A group of 3-5 other leadership participants that provides feedback and counsel to the
presenter.

Procedure
Step 1: Introduce Protocol, Identify Roles, and Review Norms (5 minutes)
The facilitator introduces him/herself, describes the protocol and norms, and then introduces the
Presenter.

Step 2: Presenter Gives an Overview of the Problem (5 minutes)
The Presenter introduces him/herself, gives a brief overview of the problem, describes the context,
and frames a specific question(s) for the workshop group to consider. This is the primary
opportunity for the Presenter to frame the problem and share initial reactions on the issue under
consideration.

Step 3: Workshop Group Asks Clarifying Questions Regarding the Problem (5 Minutes) The
workgroup asks clarifying questions of the Presenter. These should be questions that have factual
responses and can be answered with a yes/no or short phrase. The Presenter responds briefly to
each question.

Step 4: Workgroup Group asks Probing Questions (10 minutes)
The workgroup asks probing questions of the Presenter – open-ended, thought provoking
questions intended to help the Presenter clarify and expand his/her thinking about the question
and challenge. The Presenter responds to each question, but the group does not discuss the
answers. The Facilitator ends this section by asking the Presenter to restate the question.

Step 5: Workgroup Provides Advice/Feedback and Presenter Listens (20 minutes)
The group discusses the issues presented and brainstorms solutions based on the following types
of questions: What did we think about the questions and issues presented? What did we hear?
What has the Presenter not considered? What are the gaps or issues that have not been examined?
What challenges need to be resolved in order to address the larger issue? What are potential
solutions? What are other organizations doing to address this issue? What are some examples of
best practices? What are our recommendations for addressing this challenge? The conversation



should include candid feedback and specific recommendations to address the challenge. The
Presenter does not speak during this discussion, but instead listens and takes notes.

The facilitator will pause halfway through the session to check in with the Presenter to make sure
the conversation is useful and relevant to the issues.

Step 6: Presenter Responds and Workgroup Group Listens (5 minutes)
The Presenter describes what resonated with them, shares reactions to the proposed solutions,
and identifies proposed action steps.

Step 7: Facilitator Wrap-Up (5 minutes)
The Facilitator summarizes the session for the members of the workgroup and provides questions
for further discussion. The Facilitator thanks the presenter and the group for their participation.


