THE MEANING OF CONSENSUS
Everyone in the group supports, agrees to, and can live with the decision		In the end everyone can say, "I believe you understand my point of view.  I believe I understand your point of view.  Whether or not I prefer this decision above all others, I will support it because it was reached fairly and openly.
-- William Ouchi



HOW TO USE CONSENSUS DECISION-MAKING
· No commitment until all agree.
· Agree when you can at least live with the solution.
· If you cannot agree:
· EXPLAIN which interests are not being met
· OFFER alternative solution(s) which meet those interests as well as the interests which are already being met

QUESTIONS FOR REACHING CONSENSUS
	 ?
	What about this solution is acceptable?

	 ?
	What about this solution is unacceptable?

	 ?
	What are your concerns about this solution?

	 ?
	What interests are not being met?

	 ?
	What change would make this option acceptable?

	 ?
	What other option might meet everyone’s interests?



WHEN TO USE CONSENSUS DECISION-MAKING
	
	Consensus is MOST
beneficial when…
	
	Consensus is LEAST
beneficial when…

	
	The decision is important
	
	The issue is of little  importance

	
	Diverse interests will be impacted
	
	Stakeholders have already identified an 
alternative process

	
	The decision must be widely understood
	
	The value does not outweigh the time required

	
	Ownership is important

	
	Speed is critical

	
	Implementation requires cooperation

	
	




USE OF THUMBS

A way for the group to express commitment to an option is through the use of thumbs:
[image: MPj04025850000[1]]
[image: MPj04025850000[1]]Thumb up means

I think this option adequately 
meets all interests.
					Thumb sideways means

[image: MPj04025850000[1]]I think this option might work because it may meet all interests, but I have concerns I need to discuss.*

Thumb down means

I think this option does not meet the interests of the parties.


If you put your thumb sideways or down, explain which interests you think the option does not meet.Note: When checking for consensus and commitment in the final step, a sideways thumb means, “I can live with the decision or solution.”

RECORDING THUMBING
One of the most important aspects of the interest-based process is the transparent recording of each member of the group’s commitment to the decision.  Each time an option is going to be “thumbed” the recorder will need to create a table that includes a column for options and a column for recording Up Side and Down thumbs.  There will also need to be a “thumb counter” whose role is to say, “Show me up” – a count is taken. Then, “Show me side,” and a count is taken. Then, “Show me down,” and a count is taken. These counts are recorded in the table.  We record this “thumbing” to help the group keep moving. 
 If there are NO thumbs up for an option, then it can be removed from consideration. If all thumbs are up, then there is no need for further discussion or development.  If there is a strong mix of Up, Side and Down – then these are the options that require discussion and further work. See the example for recording below. It is based on the premise that there is a group of 25 people thumbing the options.  The numbers are recorded in order of Up, Side, and Down.  

	Options for Interest Statement: Some teachers need additional funds to meet student needs.
	Thumbing  1/7/2020

	The establishment of a fund accessible by teachers who work in high needs schools and have a documented need for more supplies.  
	20   4   1

	The development of a grant application system that allows any teacher to apply for small grants in the amount of $250 once a year.  
	0  5   20 




FURTHER THOUGHTS ON CONSENSUS


Consensus decision-making has a better chance of success than other means of decision-making because it ensures that all stakeholders have been heard and that each view is understood before a joint commitment is made to a solution.  Therefore, ownership and support for the decision is greater, which then leads to smoother implementation than might be expected using more traditional models of problem solving.  Any additional time spent in consensus building will usually be made up during the implementation stage.

In addition, the quality of a consensus decision is usually greater because it was made with the increased knowledge and experience provided by the group.  This is one reason why consensus decision-making is the preferred method of high performing teams that strive to utilize each person's talents, knowledge and experience to the fullest.

So why then, would some groups choose not to use the consensus model?  Common reasons usually relate to the perceived need to do what is quickest or easiest.  Typically, this means taking a vote where the majority "wins" and the minority "loses," or agreeing on the first option that seems to have support, which confuses speed with efficiency.  Sometimes groups do not take the time to involve the less vocal members to learn what they think, or discover what creative ideas they may have.  And, all too often, group members argue their position without listening to others.  They are afraid of looking "weak" if they change their minds.

A consensus approach requires discussion by all, which will allow individuals to remain open to learning from others.  In the end, we want participants to be able to say that they feel their interests have been heard, that they understand the other points of view, and that they can support the decision because it was reached fairly and openly and was the best decision for the group at that time. 











[bookmark: _GoBack]Questions to Ask When Consensus is Difficult

1	Do we have a complete understanding of the problem?  Have we adequately explored the causes?  Have we tested our assumptions?	

2	Have we identified all the relevant stakeholders?

3	Have we identified the deeper interests of the stakeholders?    Have we explored the interdependency of our interests? 

4	Are there unexpressed interests affecting our evaluation of the options? 

5	Are we advocating strongly for our interests or are we taking positions about options? 

6	Are we using the same set of criteria (explicit or unexpressed) for evaluation?	

7	Have we explored all the possible options for solving the problem?  Engaged in lateral thinking?  Kept creating while evaluating?

8	Are we being proactive and creative?  Are we looking for options that meet everyone’s  interests instead of simply being critical?  Have we identified our common ground?

9	Are process or relationship issues interfering with our ability to reach consensus?

10  Why can’t we agree?  Go to the balcony and discuss as a group
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