Facilitating a Data Science
Workshop:
Overview and Outcomes

Facilitated sessions converge
on a decision, not a slide deck

not domain expertise or the decision

Four archetypes: problem framing,
hypothesis generation, model review,
data readiness

o The facilitator owns process,

D Design against: early solutioning,
HiPPO dominance, undefined data
access, scope creep

: A good session leaves one aligned
@ problem statement, hypotheses,
owners, and a checkpoint




V_Vl;y Facilitation Is the
Highest-Leverage Skill in Analytics Work

Facilitator skill outweighs
venue, materials, and even
content quality

Live session is only 10-20%
of impact; pre-work and
follow-up carry the rest

2026 format: 60-90 minute
modules, blended by default
dominates

90 minutes lifts engagement —
only with disciplined pre-work
and timeboxes

Facilitation is now a craft:
in-house facilitators and
learning architects rising

Business case: decisions per
session, engineer-days saved,
rework avoided

Facilitator owns process, time,
participation; sponsor owns
scope and decisions

The Inverted Ratio
(Live Session Dominates)

A 90-Minute Agenda
With Disciplined Pre-Work and Timeboxes

The Healthy Ratio
(Pre-Work and Follow-Up Dominate)




Diagnose Before the Room Arrives:
Stakeholders, Data, and Scope
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Map stakeholders: decider, analyst,
data owner, affected parties

Convert vague asks like "we need Al"
into a provisional problem statement

Data readiness triage: exists, accessible,
governed, lead time

Scope in, out, and parked — send it in advance

Invite for decision authority, not seniority;
name the decision owner early

One-page brief builds shared vocabulary:
metric, segment, system names

Set two to four success indicators and
capture a baseline

Assume prerequisites will not be done —
plan for twice the setup time

Know Your Stakeholders

Decider Analyst
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From Decision to Evidence
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FACILITATE

Designing the Session:
Flows, Timeboxes, and Working Artifacts

0-10 10-25 25-60 60-80 80-90
000 _‘?e'ﬁe,“_.
(@) A\
Framing Practice Share ' Commitment
2 Match the flow to the archetype: diverge-converge,
wf) problem = decision = constraints, or data-project canvas
® 90-minute skeleton: 0-10 framing, 10-25 anchor input,
25-60 practice, 60-80 share, 80-90 commitment PEOPLE
= 5 IDEAS
o= Cap divergence at ~a third of the time; switch modes ' BETTER
== every 15-20 minutes B DECISIONS
a Pre-populate canvases: problem statement, hypothesis table, |
data inventory, decision log, parking lot '

ooo  Cluster seating, visible parking lot, staged materials —
remove every reason to wait

L_'___l Hybrid: silence-first chat ideation, timed breakouts,
a tested fallback for every critical tool



Framing the Problem with the Team

@" Start from the decision, not the data:
which decision changes, and who owns it

@ Build the statement on a canvas:
problem area, why it matters, scope, success

<
o®o A strong statement names subject, metric, & ll
far segment, timeframe, and decision owner Subi 0 00,
Ject Sm
Metric
: ol e e Segment
c Avoid the ten traps: assigning causes,
embedding solutions, conjecture, vague scope
Timefram

O\ Separate symptoms (describe), causes
(investigate), hypotheses (test)

U Define success and guardrail metrics before
il modeling — lock the goalposts

D Resolve conflicting stakeholder definitions
on the spot; treat them as testable disagreements

¢ Close the framing block with a "How might we..."
- reframe the team can act on



Generating and Prioritizing Testable Hypotheses
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Structure each hypothesis: claim, evidence needed, decision it informs

Generate candidate hypotheses from the problem statement, then prune early
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ﬂ Prioritize by value, feasibility, and time-to-evidence

E Name required data, features, quality thresholds, and who confirms availability
Q Run quick checks and baselines before full modeling — they often settle it
#9%  Agree the evidence standard before selecting any method

Watch confirmation bias, sunk cost, and pull toward familiar methods



Managing Dynamics, ‘
Conflict, and Cognitive Bias Faciitator note

Look for imbalances

in participation.

. Name the dynamic, not the person:
“we're staying at the surface”

e®e Interventions: round-robin, silence-first
A8  4eation, fist-of-five, invited dissent

Wait a full 5-10 seconds after asking;
most break at 2

@ Bias traps: anchoring, availability, HiPPO,
groupthink, solution fixation

SBAR and nominal group technique force
deliberate, evidence-based exchange

Anonymous minority views or a devil's-advocate
role lift safety; calibrate frequency

Keep Al in a process role; over-reliance
erodes critical evaluation
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Closing the Session: Decisions,
Owners, and Data Commitments

@ Reserve the last 10-15 minutes
for synthesis, not new content l

Decision Owner Due Date
e e  Assignowners, next steps,
@B  3nd due dates in the room .
— Capture data commitments: | .
=y request, owning team, access path, |
turnaround

9 ~ Log assumptions, open questions,
" andrisks in a visible decision record

Data Review
Commitment Checkpoint

Close with commitment, not applause:
one specific action per person

.,

Define the review checkpoint and
its success criteria before people leave
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IDEAS

After the Workshop:
Follow-Through and Feedback Loops

Day 1 Day 7 Day 14 Day 30 Day 90
o (3 L]
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Leading Indicators Lagging Indicators

E Draft a project brief or experiment plan within 48 hours

Follow-up cadence: day 1, 7, 14, 30, and 90 checkpoints

f@n Track commitments and surface blockers early across sessions

..I Measure behavior change in 30-60 days, business results in 60-90

Run a blameless retrospective and document changes for future facilitators



Facilitator Toolkit: Templates, Agendas, and Question Banks
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Core templates: problem framing
canvas, hypothesis table, data
inventory, decision log, parking lot,
risk register

Agenda templates for 60 minutes,
90 minutes, and half-day modules —
each with timeboxes and a defined
output

Toolkit pattern: agenda, objectives,

participant profiles, activities,
resources, setup, roles,
documentation plan

Question banks for probing:
framing, data, metric and guardrail,
and risk questions

2026 hybrid tooling: digital
whiteboards, polling, breakout
mechanics — with a tested fallback
for every tool
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Data Inventory
Decision Log
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Risk Register




Facilitator Craft:
Behaviors That Make a Session Work

@ Time-box ruthlessly: end a 20-minute
exercise at 20 minutes

CQ Ask more than you tell:
"What are you noticing?"

Separate content from process —
you own how the room works

0o Build psychological safety in the first
ten minutes: go first, welcome wrong answers

Lead from behind: circulate, catch
stragglers, sprinkle context

Handle the four recurring characters:
dominator, skeptic, tangent, flatline




Common Pitfalls and How to Avoid Them

Common Pitfalls

Preparation: vague ask, wrong
attendees, no pre-read, no baseline
data

Divergence traps: solutioning first,
dominant voices, silent false consensus

Convergence traps: deciding without
the decsion owner in the room

Post-session decay: no owners,
no recap, no checkpoint, stalled
data requests

Inverted effort ratio: over-optimizing
the live session, neglecting follow-up
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Mitigation Habits
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Mitigation habits: brief 48 hours
ahead, confirm decision owner
in writing
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Putting It into Practice:
Worked Scenario and Personal Action Plan

Walkthrough part 1:

pre-work
o

Walkthrough part 2: Walkthrough part 3:
the 90-minute session what went well
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® Walkthrough part 1: pre-work — ® Walkthrough part 2: the 90-minute ® Walkthrough part 3: what went well,
stakeholder interviews, data triage, session — framing, hypotheses, where it derailed, three design
provisional problem statement, data commitments, owners, changes that fixed it
attendee list checkpoint
® Your turn: Close with your action plan:

/ draft a 90-minute agenda for a real ® one redesign, two templates,

problem you own, then peer-review it one follow-up habit



PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A
personwise.ai/t/53bfeb0b/public
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