
Facilitator Guide
Welcome and thank you for facilitating an 
engagement meeting for NacTogether!



NacTogether is a citywide planning initiative that is made up of a Comprehensive Plan,
Downtown Master Plan and I-69 Corridor Study. Each plan will draw on your ideas for your 
community and the city as well as review past plans, assess trends and assets, explore planning 
best practices and cross-cutting themes, and outline policy recommendations.

The NacTogether team looks forward to receiving input from your meeting, and we value your 
effort in ensuring that the future of Nacogdoches is one created by its residents. NacTogether 
means that we are building the future of Nacogdoches, together. 

Use the materials included in the Meeting-in-a-Box to invite participants, host a meeting, and 
provide feedback. The toolkit includes all of the materials you will need to host a successful 
meeting, as well as detailed instructions to ensure a smooth process.

NacTogether’s success will rely on a continued dialogue between residents and the City. Stay on 
top of the planning process by visiting the website at NacTogether.com to learn more about 
upcoming engagement activities and documentation from the planning process. With your 
continued support we can move toward a more future for Nacogdoches that everyone is proud of.

Good luck with your meeting!
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MEETING-IN-A-BOX OVERVIEW

The Meeting-in-a-Box Toolkit is a public engagement tool designed for community groups, 
stakeholders and residents to come together and share their thoughts on the NacTogether 
plans. It encourages group conversation, discussion and a deeper level of self-directed
engagement. This toolkit is designed to provide input on all 3 NacTogether plans.

There are two ways to submit your group’s Meeting-in-a-Box input: online or via a printable 
worksheet. The online portal can be accessed here (fill out the form and click start your meeting 
at the bottom of the page). The printable worksheet can be downloaded here. 

MEETING-IN-A-BOX ROLES

Defining roles can help create an interactive environment for everyone to participate  
throughout the meeting. Attendees need to assume three main roles in order to help keep your 
meeting running smoothly:

• Host (1) – Responsible for printing out materials (if necessary) and facilitating the meeting.

• Note-taker (at least 1) – Responsible for writing down notes from the discussion 
on the online form or printable worksheet. This person can also be the facilitator if they feel  
comfortable doing so.

• Participants (everyone) – Responsible for engaging in the exercises in a meaningful and  
positive way.

https://nactogether.com/meeting/
http://nactogether.com/meeting/wp-content/uploads/sites/7/2022/05/Printable-Worksheet-1.pdf


FACILITATOR BEST PRACTICES 

This guide is designed to walk you through successfully hosting a productive meeting, from 
strategies to timing. 

Facilitator Responsibilities

As the facilitator be prepared to facilitate the meeting’s discussion and document the  
conversation via either the online form or printable worksheet.
 
Provide an introduction to the NacTogether plan by reviewing the project background materials 
that are included as part of the toolkit.

Ensure that participants understand how their input will be included in the process and provide 
follow-up information if there are additional questions about NacTogether so that they know 
where to go for answers.

Before the Meeting

• Review the facilitator guide so that you are familiar with the contents and the overall flow  
of the meeting.

• Reach out to potential participants via email invitations, paper invitations, over the phone and/
or other communication methods. Around 10 - 20 is a good number to facilitate a meaningful 
discussion. You may want to invite more assuming not all will be able to attend. If you feel  
comfortable facilitating a larger group, then it’s OK to invite more than 20 participants.

• Use the sample invitation template and instructions as provided as part of the box contents 
to invite participants to the meeting. Try to find a time of day that works for everyone. Send a 
reminder a couple of days before the scheduled meeting to confirm participation.
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• Create an environment conducive to discussion and learning. This can be around a table, using 
portable chairs, or in a virtual space by using Zoom, Google Meet, Microsoft Teams or a similar 
platform. Ensure that this space is accessible to the needs of your participants.

• Choose what planning topics you intend to discuss at your meeting. You can discuss them all 
or pick and choose based on what is relevant to your group.

• Plan for this meeting to take approximately 60-90 minutes. You’ll need additional time  
before and after the meeting to prepare and submit input and feedback forms. 

During the Meeting

Introductions - 10-20 minutes

• Start by having participants introduce themselves and participate in a welcome activity. Go 
around the in-person or virtual space and have each participant say their names, preferred  
pronouns, and describe their most quintessential Nacogdoches moment.

• Take a group photo of your meeting.

• Set some ground rules about how the meeting will go, including what the overall meeting  
structure and timing will be. Introduce an agreement about how participants will interact with 
each other in the meeting to be courteous, open-minded, honest, and patient during the  
discussion. Allow participants to add to the ground rules as needed to create a welcoming 
space. Refer to the facilitator’s script for more information on the introduction of the  
ground rules.

• Present the project background that provides information on the NacTogether process. If you 
prefer, you can print them out and provide them as handouts to participants rather than  
projecting or sharing your screen. 



Discussion - 40-60 minutes

• For the NacTogether planning topic that is being discussed, review the content providing  
background information on that topic. Refer to the FAQs to answer any additional questions  
that arise.  

• After reviewing all background information, start the conversation by providing the discussion 
questions to the group. Begin facilitation in a round-robin style to ensure that all the  
participants have the ability to provide their input. Ensure that one or few participants do not  
dominate the conversation. Review the Facilitator’s Strategies to help guide the conversation.  

• Take detailed notes on participant input. Avoid deriving conclusions in the moment, instead, 
notes can be analyzed to determine trends and key points as a group after everyone has a 
chance to provide input. Do your best to write down everyone’s ideas. Do not be afraid to ask  
for clarification. 

Conclusion and Wrap-up - 10 minutes

• Thank participants for their time attending the meeting and providing their input. 

• Ask participants whose other perspectives they feel should be included in the  
engagement effort. 

• If participants have follow-up questions provide them with contact information for staff and 
committee members leading the NacTogether effort.

After the Meeting 

• Submit your answers digitally (if you haven’t already), or upload a picture of your group  
worksheet at NacTogether.com/meeting/upload. 

• Send follow-up correspondence thanking participants for their time and their thoughtful input 
on the discussion questions. 

http://NacTogether.com/meeting/upload
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DISCUSSION QUESTIONS AND ACTIVITY

For virtual meetings, the toolkit includes open text fields to input your group’s answers as you 
work through the questions. Share your screen with the online toolkit during the meeting so 
that participants are able to see each other’s input and comments.

For in-person meetings, use either the online toolkit or printable worksheet — whatever is 
easier for you and your group. If you choose to use the printable worksheet, it is only necessary 
to print 1 copy and you must upload a photo or scan of your worksheet after the meeting. 

For both meeting types, submit only one set of answers for your group.

Below are descriptions of each discussion topic as well as the topic questions and sample 
prompts in case your group gets stuck.

Downtown
Downtown and its future is critical to the success and identity of our community. Planning 
efforts can help shape its future, the businesses and residents that call Downtown home, civic 
pride and the perceptions of visitors.

Housing & Neighborhoods
This involves the residential spaces and surrounding communities where Nacogdoches 
residents pursue their private lives, raise families and spend the bulk of their leisure time. A 
goal is to ensure that their are plenty of housing types available for everyone who wants to call 
Nacogdoches home.

Environment & Sustainability
The NacTogether plan must address challenges and strategies for pollution, climate change, 
environmental resources and sustainability to help residents and businesses mitigate and 
protect against negative impacts, and ensure the safety of the natural resources that make 
Nacogdoches beautiful and unique.



Economic Development
Discussions around the Economic Development topic are intended to foster policies and actions 
that create a prosperous economy for all Nacogdoches residents and workers, and ensure our 
community’s resiliency despite changing trends.

Transportation & Infrastructure
This topic is intended to facilitate discussion on all modes of transportation and infrastructure 
development in Nacogdoches, and prioritize policies and actions that enhance equitable access, 
sustainability, and connectivity throughout the multifaceted transportation (walking, 
micromobility, biking, transit, and vehicles) and infrastructure (water, electricity, high-speed  
internet, and parks) networks.

Parks & Open Space
The planning process will examine priorities such as, but not limited to, acquiring additional 
parkland in areas that are currently underserved, creating more activation programs for existing 
parks and open spaces, and preserving natural areas and features for their scenic, recreation and 
habitat value.

Arts & Entertainment
Arts and entertainment are essential to Nacogdoches’ quality of life. Our arts and entertainment 
sector can distinguish the city as an attractive place for people to live, work, do business, and 
visit; employ a talented workforce that contributes to the economic vitality of our neighborhoods; 
and is an important form of expression that uplifts the many diverse people that call this  
city home.   

Historic Preservation & Culture
A place means nothing without its history, and that is especially important in Nacogdoches. This 
topic explores ways to preserve and honor the history and culture of our community while re-
maining relevant and exciting today.
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FACILITATOR STRATEGIES

• Keep things casual and conversational and solicit answers in a “round robin” fashion.

• Listen, acknowledge, and prompt (not reflect on your own experience or ideas).

• Capture ideas that are off topic in the ‘parking lot’ section.

• Ask clarifying questions when needed to ensure you capture accurate information/feedback. 

If participants are focusing on too narrow a topic: 

• Acknowledge the ideas, record them, then ask what else might come to mind. 

• Ask participants to elaborate on how this issue might be affecting a broader group — try to find 
a connection with the broader topic.

If the conversation is tense or stressful: 

• Thank participants for sharing.

• Acknowledge any complexity or difference of opinion.

• Pause and respectfully ask a new question.

How to prompt more ideas 

• Use the sample prompts listed under each question.

• Acknowledge an idea, then ask why.

• Give participants “heads down” time to write ideas down, then share.

• Attempt to get at least one answer on each question from each attendee — time permitting.

• Challenge the group to come up with a number of ideas for the question — setting a goal  
number helps the group think more creatively.



SAMPLE INVITATION 

Use this template as a guide for your meeting invitations. You can include this language in an 
email or on social media, send invitations in the mail or use it as a guide to invite people over  
the phone.

You’re Invited!
What: NacTogether Meeting-in-a-Box
Where: ______
When: ______
RSVP by: _____
RSVP to: _____

You are invited to attend a meeting using the Meeting-in-a-Box toolkit so the City of Nacogdoches 
can hear from us as they work on the “NacTogether” Plan. NacTogether is the community-driven 
vision for the future of Nacogdoches, TX. It is a coordinated long-term planning effort that  
includes the Comprehensive Plan, Downtown Master Plan, and I-69 Corridor Study.

Your participation will help promote the goals of using meaningful and inclusive engagement to 
shape the plans. City staff and the consultant team want to hear from residents on what matters 
most to us so that we can keep our city thriving.

We look forward to hearing from you!

For more information about the process, please visit NacTogether.com


