
What This Toolkit Does
•	Supports collaborative group decision-making.
•	Facilitates transparent consideration of concerns. 
•	 Identifies current levels of enthusiasm and commitment.
•	Ensures important decisions move forward.  

Consensus DOES NOT mean everyone loves the decision.

Consensus DOES mean that everyone accepts the decision and 
supports it moving forward.

When to Use this Toolkit
•	The decision requires group buy-in.
•	Multiple perspectives exist and likely conflict with each other.
•	A simple yes/no vote would hide important concerns or 

considerations.

This toolkit is adapted from Gradients of Agreement model developed by Sam Kanter 
and colleagues at Community At Work, with roots in participatory and team-based 
decision-making practices.
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Seven Ways Decision Making
Building Consensus

I have no strong opinion and will support.

I have concerns, but I will support.

I have trust or buy-in concerns 
and cannot support current proposal.

I have feasibility or safety concerns 
and cannot support current proposal.

I like this idea and will support.

I love this idea and will support.

I love this idea and will champion.+3

+2

+1

0

-1

-2

-3

How It Works
Step 1: State the Decision Clearly
“The decision we’re testing is…”
Make sure everyone is reacting to the same proposal.

Step 2: Ask for a number (-3 to +3)
Share the scale

Step 3: Read the Room (not a vote)
If you have participants at -2 or -3, then more 
discussion is necessary.

Ask: “What would make you move up one step?”
If concerns cannot be resolved during the meeting, then 
counterproposal can be created and reviewed at a later 
date. 

Move Forward When
There are no -2 or -3 deal-breakers.
Concerns are understood, documented, or addressed.

Pro tip: Don’t confuse “no one is at –2” with “ready to 
proceed.” For example, if you’re not seeing any +1s 
or higher, slow down and address what’s behind the 
concerns.
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Want to 
learn more?

No matter their industry or function, our clients usually have one thing in 
common: they are committed to improving their workplace, but day-to-day 
reality keeps getting in the way. 

Whether you’re navigating organizational change, building stronger 
leadership capacity, or seeking to align your team for greater impact, our 
tailored consulting services provide the clarity, tools, and support you need 
to succeed. With a focus on actionable insights and sustainable results, we 
partner with you to turn challenges into opportunities for growth.

www.sevenwaysconsulting.com
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