THE GAME OF EDUCATION
FACILITATOR'S GUIDE

THE GAME OF EDUCATION

CAN YOU LEVERAGE YOUR INFLUENCE TO MAKE COMPLEX DECISIONS AMID INDIVIDUAL AGENDAS?
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INTRODUCTION

Purpose of the Guide

This facilitator’s guide is designed to support
educators, administrators, professors, and
professional development consultants in successfully
running The Game of Education. It provides a
comprehensive roadmap for facilitating the game,
ensuring that you can confidently guide participants
through the experience. The guide offers clear
instructions, best practices, and examples. By
outlining preparation steps, gameplay facilitation,
and post-game debriefing, the guide empowers
facilitators to create a meaningful learning
experience for all participants.
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The guide is structured into several key sections, each designed to provide
facilitators with the information and tools they need to effectively run The
Game of Education. The sections include:

01 Overview of The Game of Education: A detailed description of the game,
its objectives, and its components.

02 Key Learning Outcomes and Objectives: An outline of the skills and
knowledge that participants should gain from the game.

03 Materials and Resources Required: A list of materials and resources
needed for the game, including game components and facilitation aids.

Pre-Game Preparation: Guidance on how to prepare for the game,
04 including room setup, participant preparation, and technology setup (for
virtual or hybrid sessions).

Facilitation Strategies: Tips and best practices for facilitating the game,
05 including engaging participants, setting expectations, and managing
group dynamics.

06 Facilitator Roles and Responsibilities: An overview of the different
facilitator roles and their responsibilities during the game.

07 Running the Game: A step-by-step guide to facilitating each phase of
the game, including scenario presentation, discussion, and voting.

08 Post-Game Debrief: Guidance on how to conduct a debrief session,
including discussing key takeaways and lessons learned.

thegameofeducation.com

You are reading or utilizing a document provided by TheGameofEducation.com. By downloading, accessing, or using this document, 02
you acknowledge and agree to the terms and conditions outlined at https://thegameofeducation.com/download-usage-terms.



http://thegameofeducation.com/

The Game of Education is a strategic educational game that simulates the
complex decision-making environment of the educational system. Players
assume diverse roles (such as principals, teachers, parents, and
superintendents) with unique agendas and levels of influence, mirroring real-
world stakeholders in education. Through interactive rounds, participants
navigate scenarios that involve balancing competing interests, negotiating
with others, and making high-stakes decisions in a low-risk setting. The game
merges elements of strategic thinking, stakeholder negotiation, and authentic
educational challenges into a dynamic experience. It has been applied in
various educational and leadership development contexts, from K-12 and
higher education training to corporate leadership workshops, as a tool to foster
collaboration and systems thinking. Built on game theory principles (e.g.
Prisoner’s Dilemma, Nash Equilibrium), the gameplay encourages players to
weigh cooperation versus individual gain, reflecting dilemmas faced in school
leadership and policy decisions. In essence, The Game of Education offers a
realistic microcosm of educational decision-making, making it a powerful
learning simulation for professional growth.
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Facilitating The Game of Education can lead to several key learning outcomes
for participants. After engaging with the game, players should be able to:

@ Broaden Perspective: Experience different viewpoints within the education
system, enhancing empathy and perspective-taking by inhabiting roles of
various stakeholders. This helps participants understand the constraints
and motivations of others, be it administrators, teachers, parents, or
community leaders.

@ Improve Decision-Making Skills: Practice strategic decision-making in a
complex environment where every choice has consequences. The game
challenges players to analyze scenarios, anticipate others’ actions, and
make decisions that can lead to collaborative (win-win) or competitive
outcomes.

@ Enhance Collaboration and Negotiation: Develop negotiation and
communication skills by working with and against other players to achieve
objectives. Participants learn to build alliances, persuade peers, and
sometimes compromise to advance their goals, mirroring real stakeholder
negotiations.

@ Increase Stakeholder Awareness: Gain a deeper awareness of the
complexities involved in educational leadership and policy decisions. By
navigating competing agendas and hidden motivations, players become
more cognizant of how decisions affect different stakeholder groups and
the importance of ethical leadership.

@ Refine Problem-Solving and Critical Thinking: Tackle multifaceted
problems presented in the game’s scenarios, which require critical analysis
and creative thinking to resolve. The iterative nature of the game (multiple
rounds/scenarios) allows players to reflect on their strategies and improve
upon them in subsequent rounds, reinforcing learning through practice.

@ Leadership and Influence: Understand and exercise principles of influence
and leadership. The scoring system rewards not only achieving one’s
agenda but also cooperation and being seen as an effective negotiator or
role model. Participants discover how leadership involves balancing
personal objectives with the greater good, a valuable takeaway for real-
world educational leadership roles.

By the end of a session, the objective is that participants have not only enjoyed a
meaningful game experience but also derived insights applicable to real-world
educational and leadership challenges. The facilitator’s role is crucial in drawing
out these insights, which this guide will help you accomplish.
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Effective facilitation begins long before the game actually starts. This section
outlines everything needed to prepare for a successful session of The Game of
Education, from gathering materials to setting up the physical or virtual space
and aligning on the facilitator’s responsibilities.

Ensure you have all game components and related resources ready before
the session:

Game Set Components: A complete The Game of Education set, including
Role Cards, Agenda Cards, Scenario Cards, Voting Cards, Power Cards, and
Coin tokens. Each participant will need a Role Card and a hidden Agenda
Card, and access to the shared Scenario and Voting materials. If you are
facilitating multiple small groups, have a set for each group.

Scorecards and Rules: Print-outs or digital copies of the score tracking
sheets and a summary of rules. The scorecard is used to record points for
each player after each scenario (for outcomes like decision results, role
performance votes, negotiation votes, and agenda fulfillment).

Facilitation Aids: A timer (or timing device) to manage discussion periods
for each scenario, whiteboard or chart paper and markers (for in-person)
to jot down key discussion points or debrief notes, and a projector or large
screen if you plan to display any content (like scenario text or a
leaderboard).

Participant Handouts (optional): If desired, prepare name tents or badges
labeled with participant roles for in-person play to help everyone
remember who is playing which role. For virtual play, you might prepare a
quick reference sheet or digital handout explaining the game flow and any
technical instructions.

Technology Setup (for virtual or hybrid): A computer with internet access
to use any digital tools from the official website (such as the virtual role
assignment and scenario generator), a video conferencing platform
account (Zoom, Microsoft Teams, etc.), and stable internet. If playing in a
physical room with some remote participants (hybrid), ensure you have a
conference setup (camera, microphone, speakers) so remote players can
see and hear the room clearly.

Having these materials organized in a checklist can be helpful. (See Table 1 for
a sample Pre-Game Checklist.)

thegameofeducation.com

You are reading or utilizing a document provided by TheGameofEducation.com. By downloading, accessing, or using this document, 05
you acknowledge and agree to the terms and conditions outlined at https://thegameofeducation.com/download-usage-terms.


http://thegameofeducation.com/

Table 1. Sample Pre-Game Preparation Checklist

Preparation Item Details

Game components All Role, Agendaq, Voting, Power, Scenario cards,
(cards, tokens) and coins ready.

Scorecards & rules Scoring sheets for each player; quick rules
print-outs reference.

Timer (or timing app) For timing discussions and phases of play

Physical space arranged or video conference

Room or video setup link g
ink prepared.

Whiteboard/Notepad For facilitator to note key points or track
agreements.

Participant name (In-person) Role labels for players; (Virtual)

tags/labels ensure name format is set.

Test screen-sharing, link generator,

Tech check (if virtual) audio/video quality.

Use this checklist to double-check that nothing is missing. A well-prepared
setup sets a positive tone and prevents interruptions once the game is
underway.

To maximize the session’s effectiveness, it's useful to prepare the
participants in advance:

@ Pre-Session Communication: Send an email or notification before the session

to all participants outlining what The Game of Education is and what to
expect. You might include a brief overview of the game'’s purpose and
reassure them that no extensive prior knowledge is required. Emphasize that

this is a learning experience, not a competitive board game night — the goal is

to engage with scenarios and each other thoughtfully.

@ Optional Pre-Reading: If the context allows, you can share a short pre-

reading or teaser. This could be a one-page summary of the game premise or

even d relevant article on decision-making in education. Since our session
includes a case study, you might assign a quick skim of The Game of
Education case study executive summary for context (if appropriate for
participants) — however, be careful not to spoil specific game content. The

idea is simply to prime their thinking about educational leadership challenges.
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To ensure a successful session, it's important to actively engage participants
from the start. Here are some tips and best practices:

01

02

03

04

05

Icebreakers: Begin with a brief icebreaker activity to help participants get
to know each other and feel comfortable. This can be as simple as a quick
round of introductions or a fun question related to education.

Setting Expectations: Clearly communicate the objectives of the game
and the expected outcomes. Encourage participants to actively
participate and share their perspectives.

Facilitating Discussions: Encourage open dialogue and ensure that all
participants have an opportunity to contribute. Use open-ended
questions to prompt discussion and explore different viewpoints.

Managing Group Dynamics: Be attentive to group dynamics and address
any issues that may arise. Foster a respectful and inclusive environment

where all participants feel valued.

Virtual Facilitation: For virtual ses

To ensure a successful session, it's important to actively engage participants
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Virtual Facilitation: For virtual sessions, ensure that participants are
05 familiar with the video conferencing platform and its features. Encourage
the use of cameras and microphones to enhance interaction.

By implementing these strategies, facilitators can create an engaging and
productive learning experience for participants.

Role Awareness (if roles known in advance): Generally, roles are assigned at
the session start, but if you plan to assign roles beforehand (for example, to
save time during the session), provide each participant with a brief description
of their role privately. Encourage them not to discuss it with others before the
game. Even without disclosing specifics, you might ask participants to reflect
on the general perspective of different roles (e.g., what might be the priorities of
a superintendent vs. a teacher) so they come in with an open mind ready to
step into someone else’s shoes.

@ Mindset Setting: Invite participants to approach the game with a spirit of
openness and experimentation. Remind them that the simulation is a safe
space to try new strategies or approaches to leadership that they might
not risk in real life. There are no real-world consequences, so they should
feel free to be creative in their decision-making during the game.

@ Logistics for the Day: Let participants know about any practical details: for
an in-person session, the location, time, and any materials they need to
bring (e.g., a pen for notes). For a virtual session, send the video conference
link, instructions for how to join, and mention any technical requirements
(such as using a laptop rather than a phone, if possible, for better visibility
of materials).

By preparing participants with these guidelines, you help ensure everyone
arrives ready to engage fully and minimize any anxiety or confusion about what
will happen.
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For in-person facilitation, the physical arrangement of the room should
promote interaction and visibility:

Seating Arrangement: Set up a table (or tables) where all players can face
each other. A round or U-shaped table configuration works well for
discussion-based games, as it allows eye contact and open
communication. Ensure there is space for the game materials at the center
where everyone can reach or see them.

Materials Placement: Place the Role Cards, Agenda Cards, and coins at
each seat if you plan to pre-arrange them, or have them ready for
distribution at the start. The Scenario card deck and Power card deck can
be in the middle of the table. If using a shared board or any visual tracking
(like a large scoring chart), make sure it's visible to all - for example, you
might put a poster-sized score sheet on the wall or use a projector to
display a digital scoreboard.

Whiteboard/Flip Chart: Position a whiteboard or flip chart in the room
where you, as the facilitator, can jot down important points that emerge
during discussions or capture votes if needed. This can be useful during the
debrief to reference decisions that were made, or to list out stakeholder
interests as players mention them.

Comfort and Accessibility: Ensure the room is comfortable — adequate
lighting, ventilation, and that everyone has a comfortable chair. Also,
consider accessibility needs (e.g. if any participant has hearing difficulty,
ensure seating arrangements favor them seeing speakers’ faces; if
someone has mobility needs, arrange the space accordingly).

Minimize Distractions: If possible, arrange for a private or quiet room so
that participants won't be interrupted. Silence any unnecessary devices or
consider a “parking lot” flip chart for off-topic questions to be addressed
later, so the focus remains on the game. You might also display a “Game in
Session” sign on the door to prevent walk-ins, as the gameplay discussion
can be intense and immersive.

Timing Devices: Have the timer visible to participants if you want them to
pace themselves, or keep it discreet if you prefer only you track time. Some
facilitators project a countdown timer on the screen during scenario
discussions, which can help players manage their speaking time and know
how long they have before needing to make decisions.

A well-thought-out room setup contributes to a smoother facilitation: players can
see each other and the materials, the facilitator can observe all players, and the
environment is conducive to focused discussion.
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When facilitating The Game of Education virtually, extra preparation is
needed to translate the in-person experience to an online format. Here are
key steps and tips for virtual setup:

@ Choose the Right Platform: Use a video conferencing platform that
supports the features you need. Zoom is commonly used (with features like
breakout rooms, chat, and screen shoring), but Microsoft Teams, Google
Meet, or others can also work. Ensure the platform allows private messaging
(for sending confidential role info) and has a stable capacity for the
number of players.

@ Virtual Game Tools: Leverage the official Game of Education virtual tools if
available. For example, thegameofeducation.com offers a Virtual Game

webpage for facilitators . As the facilitator, you can go to this
page, input the number of players, and instantly generate private Role &
Agenda links for each participant Plan to use this if possible,

as it streamlines role assignment: once you click “Randomize Roles &
Agendas,” you'll get unique URLs to share with each player, each showing
that player’s secret Role and Agenda.

@ Pre-Session Tech Check: Before the session, do a test run. Open the virtual
game page, generate dummy roles, and practice sharing a link with
another device to see what participants will see. Test screen sharing the
Scenario card generation and the timer. The game’s website provides a
timer and scenario display. Ensure you know how to use them. Also test
your audio, video, and the chat function of your chosen video platform.

@ Invite and Instructions: Send out the video conference link to participants
well ahead of time. In that invitation, include instructions such as “Please
join from a computer rather than a mobile phone if possible, as you will
need to view a shared screen and also open a private link for your role.”
Advise participants to update their display name once they join the
meeting to include their role and coin count. For example, after roles are
assigned, a participant might rename themselves to “Alex — Principal — 5
coins” . This naming convention (Name — Role — Coin Count)
helps everyone keep track of who is who during the game and mirrors the
tabletop experience of seeing each other’s roles and resources.
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@ Screen Setup and Sharing: As facilitator, plan to share your screen at key
points. At the start, you will share the Game of Education virtual interface to
reveal roles (if doing it as a group) and especially to reveal the Scenario
card to all .Once all players have seen/heard the scenario,
you can stop screen sharing to let faces be more prominent during
discussion (but keep the scenario text accessible, e.g., paste it in the chat or
have players keep the scenario open in their own link). If you're using a
countdown timer on the site, you might keep that running on your screen
without sharing, or periodically announce remaining time.

@ Breakout Rooms (if needed): In some cases with larger groups or hybrid
play, you might use breakout rooms. For example, if running two parallel
games, or if you want sub-teams to discuss strategy privately. Set these up
in advance if your platform allows pre-assigning, or be ready to create
them on the fly. However, typically The Game of Education is played in one
group discussion, so breakout rooms are optional.

@ Visual Aids: Have the ability to quickly show supporting visuals. This might
include sharing a scoreboard spreadsheet or using a collaborative
document for voting if needed. Some facilitators use a shared Google Sheet
as a live score board that all can see. Alternatively, after each scenario, you
can share your screen again to show a filled-out scorecard or simply read
out the points.

@ Contingency Plans: Be prepared for technical hiccups. Keep an eye on the
participant list in case someone drops off the call due to internet issues,
and have a plan (e.g., pause the game briefly, or if minor, have another
player temporarily make decisions for a dropped player’s role until they
return). It's also smart to have the roles and agendas in a PDF or document
form as backup - if the website link generation fails for any reason, you
could manually assign roles by sending PDFs of each role card and agenda
via email or chat (having those pre-scanned or typed is a lifesaver in a
pinch).

By thoroughly setting up the digital platform and tools, you ensure the virtual
session runs nearly as smoothly as an in-person game. Virtual facilitation can
be highly engaging as long as everyone knows how to access their information
and communicate freely.
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hats throughout the session - game U e Vv
master, educator, timekeeper, and 4 THE GAME OF ED ATION
discussion moderator. It's important MR o |
to understand what is expected of
you in this role: -

@ Rule Expert: You must have a solid grasp of the game rules and mechanics.
Before the session, review the rulebook in detail and even run through a
solo or mock round if possible. Anticipate areas where players might have
questions or confusion so you can clarify quickly. During the game, you'll be
the final arbiter for any rules questions. Ensure fairness and consistency in
interpretations.

@ Neutral Guide (Not a Player): Typically, the facilitator does not take on a
player role in The Game of Education. Your job is to guide the process rather
than compete. Remain neutral in the outcomes — you might secretly root
for certain decisions to illustrate a point, but outwardly you should not
influence the content of the players’ decisions. However, you will influence
the process: making sure everyone has a chance to speak, keeping the
game moving, and enforcing rules like time limits.

@ Timekeeper: Keep an eye on the clock. Each phase of the game (role
selection, scenario discussion, voting, etc.) should be timed according to
the plan. For instance, you might allocate 5 minutes for role assignment
and introductions, 30 minutes for scenario discussion, 2 minutes for voting,
and 5 minutes for scoring each round. It's your job to gently cut off
discussion when time is up or give warnings (“We have 5 minutes left in this
scenario discussion, start moving toward final proposals.”).

@ Engagement Facilitator: Be attentive to the participation levels. If one or
two players are dominating the discussion, intervene tactfully by inviting
others to share (“Let’s hear from someone who hasn’t spoken yet. Perhaps
the Superintendent can weigh in on this issue?”). If a participant seems
confused or hesitant, you might privately message them (in a virtual
setting) or give a quick encouragement during a pause. Maintain a positive
atmosphere where all ideas are respected — sometimes debates can get
heated given conflicting agendas, so be ready to step in and enforce
respectful commmunication.
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@ Scenario Narrator: At the start of each round, you will typically present the
scenario to the players. Set the scene vividly to draw them into the situation.
For example, read the Scenario card aloud with a bit of dramatic flair, and
ensure everyone understands the context. You might ask if anyone has
clarifying questions about the scenario’s facts (not about what to do, but
about understanding the scenario setup).

@ Moderator of Discussion: During the free-form discussion phase, your
involvement should be minimal but purposeful. You are mostly observing,
but you may need to nudge if the conversation stalls or goes off on a
tangent. You might pose open-ended questions to the group to spur
thinking (“What are some potential compromises here that could satisfy
multiple stakeholders?”) without giving away any solution. If misinformation
or a misunderstanding of the scenario occurs, you should correct it to keep
the game grounded in the scenario’s reality.

@ Safety and Fair Play Officer: Ensure the game space remains
“psychologically safe.” Because participants may take on personas with
possibly conflicting values, there could be moments of tension or remarks
made in character. Remind players that what's said in the game stays in
the game context — it's a simulation. If anyone steps out of bounds (e.g., @
comment becomes personal or inappropriate), intervene immediately and
refocus the group. Also, monitor any potential collusion or behavior that
might break the game's intended dynamics (like players showing each
other their secret agendas — which should be discouraged unless the game
rules allow revealing them at some point).

@ Debrief Leader: Finally, after gameplay, you shift to being a facilitator of
reflection. We'll cover this in detail in the Post-Game Debrief section, but
remember that part of your role is helping players connect the game
experience back to real-world lessons. This means asking good questions
and highlighting noteworthy moments from the game during the
discussion.

By embracing these responsibilities, you set the stage for a smooth and
impactful session. In essence, the facilitator is the backbone of the experience —
providing structure while allowing players the freedom to drive the content of
decisions and discussions.
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Once preparations are in place and participants are ready, it's time to facilitate
the game itself. This section provides a detailed walkthrough of running The
Game of Education, including setting it up, guiding players through each phase
of play, what to say, and how to keep participants engaged throughout. The
guidance covers both in-person and virtual facilitation, noting where
procedures might differ.

Facilitators should foster an open and collaborative atmosphere during
gameplay. In this professional development session, a small group
engages with game cards as the facilitator (left) observes and guides.
Creating an environment where participants feel comfortable discussing
and debating decisions is key to the success of The Game of Education.

Before the first round begins, there are a few setup steps to perform in
front of the participants:

"] Introduce the Game: Start by welcoming everyone and providing a brief
recap of what The Game of Education is, even if you sent materials
beforehand. Explain the core idea: “In this game, each of you will assume a
role in the education system with a particular agenda. Together, you'll face
realistic scenarios and must make decisions, negotiate, and possibly
compromise to navigate those challenges.” Emphasize that the purpose is
to learn from the experience rather than simply to win.
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] Explain Key Mechanics: Give an overview of how a round works. For
example: “Each round of the game consists of a Scenario that presents a
dilemmma or challenge. You'll discuss it as a group from your various
perspectives, and then each of you will make a decision (through a vote)
that influences the outcome. Points are awarded based on those decisions
and how well you fulfilled your personal agenda, among other factors. We'll
play through a few scenarios and then reflect on what we've learned.” Keep
this overview high-level; more details will be provided as they play, but it
helps to map the territory.

[7] Distribute/Assign Roles: Shuffle and hand out (or digitally assign) the Role
Cards. If in person, you might have players draw a Role Card at random or
distribute them intentionally if you want certain roles in play. In virtual
format, use the role randomizer tool or simply announce each player’s role
from the generated list, sending each their Role and Agenda link privately
(virtual Play). Ensure that each participant clearly understands their role’s
identity and public responsibilities (usually listed on the card). Give them a
minute to read their Role Card. You can say, “Take a moment to read the
role on your card. This is public information — you can share these
responsibilities with the group when we introduce characters. This card also
tells you how many coins you start with.”

|| Distribute Secret Agendas: Next, give out the Agenda Cards. These are
secret; remind players not to reveal their agenda to anyone. In person, pass
them out face-down or have participants draw from a face-down deck. In
virtual, the private link will usually show their Agenda along with the role.
Explain, “Your Agenda card represents a secret objective or bias -
something your character cares about that others may not know. This will
drive some of your decision-making. You get points if you advance this
agenda, but be subtle — others might be trying to guess what motives are
at play.” Let them read their agendas quietly. You might add, “Feel free to
take notes on your agenda or mark it up; it's yours to keep private.”

[] Distribute Resources (Coins): Make sure each player receives their starting
coins as listed on their Role Card (e.g., a Superintendent might start with
more coins than a Teacher to reflect greater influence/power in the game
context). Coins are used in the game to buy Power Cards or possibly to
trade/bribe during negotiations, depending on the rules. In person,
physically hand out the tokens or poker chips. In virtual, instruct players to
note their coin count (the role assignment tool or facilitator will tell them
how many they have). If using Zoom, this is when players should update
their display name to include their coin count (Virtual Play). For example:
“Alice — School Board Member — 3 coins.”
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7] setUp the Scenario and Power Decks: Shuffle the Scenario cards and place
them in a draw pile in the center of the table (or have them ready in the
digital tool to be randomly revealed). Do the same with the Power Cards
deck. Explain the concept of Power Cards to players: “Power Cards are
special actions or advantages you can purchase using your coins at
certain times. These can shake up the game - for instance, a Power Card
might allow you to double your vote or force a re-vote on a decision. We'll
talk about when you can buy them, but keep in mind they're available.” In
virtual play, note that the facilitator can simulate drawing a random Power
Card if needed or describe them since the digital tool might not
automatically show Power Cards to players until purchase.

|| Ssummary of Rounds and Scoring: Briefly tell players how many
scenarios/rounds you plan to play (commonly 2 or 3 in a workshop setting
due to time, but it can vary). Also outline how scoring works at a high level,
so they know what matters. For example: “You'll earn points for outcomes of
each scenario — cooperating or not, for how well you fulfill your agenda, and
for recognition from peers (like who they felt was the most influential in a
round). We'll tally points after each scenario on the scorecard, and at the
end, the person with the highest total is the ‘winner’ — but we are all winners
if we learn something useful today!” You don’'t need to dive into the exact
point values yet (that can be done after the first scenario to avoid
overload), but do mention that there’s a method to the scoring that rewards
certain behaviors (collaboration, good role-play, negotiation, etc.).

] Questions Before Starting: Finally, ask if there are any questions about how
the game is set up or what any of the components mean. Participants
might be curious about how much they should act “in character” versus
being themselves — you can clarify that they are encouraged to really
embody their roles’ perspectives, but they don’t have to put on an elaborate
act. It's about decision-making from that viewpoint. After addressing
questions, you're ready to jump into gameplay.

By carefully setting up and explaining the mechanics, you ensure that players
enter the first scenario with a clear understanding of the framework of play. This
reduces confusion and allows them to focus on strategy and learning.
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This section breaks down the flow of facilitating each round of The Game
of Education, step by step. Each round typically includes: Introduction of
Scenario, Discussion, Optional Power Card phase, Voting, and Scoring.
We’'ll go through each phase with tips for both in-person and virtual
contexts:

& 1. Introduce the Scenario
At the start of a round, draw a Scenario Card (or click “Generate
Scenario” in the virtual tool (Virtual Play). Read the scenario out loud to
the group, setting the tone. For example, you might say: “Scenario 1:
Advancing Diversity, Equity, and Inclusion — The district has introduced a
new DEl initiative..” (and continue with the details on the card). Make sure
everyone hears and/or sees the scenario. In person, you can also pass
the card around after reading or have it on a projector slide. Virtually,
after reading it, you might paste the text into the chat or ensure each
player’s private link displays the scenario text. Clarify any terms or
context as needed. Contextualize the scenario in a sentence or two:
“This scenario is essentially about how different schools might adopt a
district-wide DEI program — some roles might be more supportive, others
might worry about resources or backlash. Keep that in mind as you think

" 2.Role Call and Initial Reactions
Especially in the first round, it helps to let each player briefly speak in
character after hearing the scenario. Go around the table (or across the
participant list) and have each person introduce their character and
perhaps give an initial stance. For example: “Let’s hear a one-minute
reaction from each role. Superintendent, how do you see this issue?
Principal, what's your initial thought?” This accomplishes two things: it
reminds everyone who the other roles are, and it gets every participant to
speak early (setting a norm of active participation). Encourage them to
refer to their role’s priorities when they speak. You might model a very
short example: “As a Teacher, | might say: ‘I'm concerned about how this
new initiative will affect my already packed curriculum.” Then invite
someone to start. Keep these initial statements brief — a minute or less
each — just to get the conversation going.
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--. 3.0pen Discussion [ Negotiation

Sy

Now the core of the round: free-form discussion among players. As
facilitator, you step back here, intervening only as needed. Set a timer
(say 20-30 minutes, depending on the complexity of the scenario and
number of players). Announce, “You now have 20 minutes to discuss and
come up with how you, as a group, might address the scenario.
Remember your agendas — you want the outcome to align with your
interests if possible. By the end of discussion, we'll move to a vote on a
decision.”

During the discussion, players will (ideally) debate, form alliances, make
proposals, etc. Your role is to monitor and guide subtly:

If the conversation is flowing and on-topic, you do nothing except observe
and take mental or written notes of interesting dynamics (for use in debrief
or to inform voting stage).

If there’s a Iull or nobody wants to speak first, throw out an open question to
the group: “What's the biggest priority for our district here?” or directly ask a
quieter role, “Maybe the Parent representative can share their concerns?”
This can spark dialogue.

If the discussion veers off into irrelevant territory, gently steer it back: “Let’s
focus on the scenario’s main issue: the DEl initiative. How does what you're
discussing impact that initiative’s success or failure?”

Watch for time: give a warning like “About 5 minutes left” so they can start
wrapping up or finalizing any group decisions or proposals. In a virtual
session, you could broadcast a timer or type a warning in the chat.

Encourage depth: If players are scratching only the surface, you can
intervene with a probing question related to their roles or agendas: e.g., “I'm
curious, how does the School Board member feel about these ideas? Are
they politically feasible?”

If some players seem disengaged, try to bring them in. For example, “Coach
(the Athletics Director role), we haven't heard your perspective yet — what
do you think the implications are for your department?”

Remember to maintain neutrality — you're not offering solutions, just facilitating
their exchange. The discussion is the rich learning part of the game, so allow the
players to really dig in. It's okay if they don’t reach a consensus; in fact,
conflicting opinions set the stage for an interesting voting phase.
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0© 4, Optional Power Card Purchases or Trades

e

Depending on how the game is structured, at a midpoint or just before
voting, you might allow a brief window for players to use coins to
purchase Power Cards or even trade coins/quid-pro-quos among
themselves. If using this, announce it clearly: “Before we lock in decisions,
you have an opportunity to purchase any Power Cards with your coins or
make any trades. Does anyone wish to do so?” If someone wants a Power
Card, either have them draw from the top of the Power Card deck (in
person) or use the digital tool to draw one for them and privately inform
them what it is. In virtual format, you might need to read out a few
available Power Card options (if the game provides open choices) or
randomly assign one when they spend coins. Make sure they subtract
the coin cost from their total (and in virtual, have them update their
Zoom name coin count accordingly). For trades, allow players to quickly
negotiate — this might be like one player giving 2 coins to another in
exchange for their support in the upcoming vote, for instance. Keep this
phase short (a minute or two) to avoid derailing the flow. Not every game
session will emphasize Power Cards or trades, so use your judgment; if
the group is already deep in discussion and ready to decide, you can
even skip or minimize this, noting that “We’ll explore Power Cards more in
the next round.”

5. Voting — Making the Decision

After discussion (and any Power card play), it's time for each player to
make an individual decision or vote which determines the scenario’s
outcome. Usually, The Game of Education has a mechanism where
players choose to either Cooperate (support a group solution) or pursue
Individual Interest, reflecting whether they align with the collective plan or
stick to their own agenda. The voting is often done secretly to avoid
influence. In person, use the Voting Cards: each player selects the side
(e.g., one side of the card might say “Cooperate” and the other
“Individual”) and on a count, everyone reveals simultaneously (How to
Play). In a virtual session, you can simulate this by having everyone type
their choice in the chat to you privately or use a polling feature. An even
simpler method: have everyone write “C” or “I” on a piece of paper and
hold it up to their webcam at the same time, or just trust simultaneous
posting in the chat.

Once votes are revealed, determine the group decision outcome. For
example, if all voted to Cooperate, then the group succeeds in a
collaborative solution; if some did not, maybe the initiative fails or is
implemented partially — you can narratively frame what that means
according to the scenario.
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Tally the immediate outcome points according to the rules (e.g, if all
Cooperated, each gets 5 points; if it was mixed, perhaps only those who
defected get points, etc.) (How to Play) (How to Play). Announce this
result and record it on the scorecard. Additionally, many versions of the
game include peer voting for qualitative awards: for instance, “Who was
the most influential player this round?” and “Who was the best
coIIaborotor/role—performer?” If so, conduct those votes now as well. The
simplest way: ask all players to anonymously vote (on paper or via
private message to you) for those categories. For example: “Take a
moment to think: which one of your colleagues in this game did the best
job of embodying their role’s perspective in the discussion? That person
will get a bonus point for Role Performance. Send me or write down your
vote.” Do the same for any other category like Best Negotiator. Tally those
votes and award points (typically each vote a player received is a point
for them) (How to Play). Finally, ask if any player successfully met their
secret Agenda in this scenario. Players can self-report if they believe they
did something that clearly advanced their hidden goal. If the game rules
allow revealing at this point, they can explain and then earn the agenda
fulfillment points (How to Play) (often 2 points). If agendas are to remain
hidden until the end, you as facilitator might skip this until the final reveal,
but often it's more fun to acknowledge it each round because it can be
debriefed (“Ah, the Principal was secretly aiming to save budget funds —
that's why they were against hiring more staff!”). Mark down those points
as well.

= 6. Scoring and Feedback

Summarize the points earned by each player in the round. For example:
“In this scenario, Alice (Principal) gets 5 for cooperating plus 2 votes from
peers = 7 points, plus she fulfilled her agenda for 2, total 9 points this
round.” Go down the list for each participant (How to Play). You can use a
quick table on a whiteboard or screen-share a score table so everyone
sees the standings. This transparent scoring process is a learning
moment too — it shows how certain behaviors (like collaboration or
effective negotiation) translated into rewards. It might elicit some
reactions or “aha” moments (someone might exclaim, “Wow, even
though I didn't push my agendaq, | got points because others thought |
negotiated well!”). Acknowledge these insights but save deeper
discussion for the debrief later. After calculating, announce the current
scores or at least highlight who is in the lead (if you're doing multiple
scenarios, this adds a fun competitive element for the next round).
Ensure no one is confused about why they got the points they did -
clarify if needed, as understanding the scoring reinforces understanding
of the game’s values (cooperation vs individualism, etc.).
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Now, transition to the next scenario: “Let’s reset and try a new scenario.” In an
in-person game, “reset” might just mean everyone keeps their same roles and
agendas (unless you choose to rotate roles between rounds, which is an
advanced variant you could try for learning purposes). If roles stay the same,
instruct players to retain their current coin totals (carry over unspent coins to
the next round). If anyone used a one-time Power Card, remove it from play. In
a virtual game, you might click “Reset decks” on the facilitator page to draw a
fresh scenario and refresh power cards (Virtual Play).

Rinse and Repeat: For the second scenario (ond third, etc.), follow the same
steps 1-6. As facilitator, you might find you can be a little more hands-off in
discussion as players get the hang of it. Also consider speeding up slightly if
time is running short (e.g. a bit less discussion time if they're getting faster).
Keep an eye on quieter participants again, since sometimes after the first
round, a dominant pattern can emerge (one or two strong personalities might
steer things) — be ready to intervene to keep balance.

By following this step-by-step process for each round, you create a consistent
structure that players can get comfortable with, allowing them to focus on the
content of the scenarios and their strategies. Both in-person and online
facilitation follow these same stages; the main difference is how you execute
them (physically versus using digital tools), but the core remains ensuring
everyone understands the scenario, has a robust discussion, and then makes a
decision that leads to tangible outcomes and points.

thegameofeducation.com

You are reading or utilizing a document provided by TheGameofEducation.com. By downloading, accessing, or using this document, 2]
you acknowledge and agree to the terms and conditions outlined at https://thegameofeducation.com/download-usage-terms.



http://thegameofeducation.com/

Using consistent and clear language can help guide participants smoothly through
the game. Below is a table of sample facilitator prompts and phrasing for various
stages of play. These are examples you can adapt to your style:

Table 2. Sample Facilitator Scripts

situation [ Stage Facilitator Script (Example Phrasing)

“Welcome, everyone! Today we're diving into The Game of
Education. I'm your facilitator. Together, we'll navigate some
challenging school leadership scenarios in a fun and
interactive way. My role is to guide you through the game. Feel
free to ask questions as we go along!”

Starting the Session

“I'm distributing your Role Cards now. These represent who you
are in our education system simulation — it could be a
Superintendent, a Principal, a Teacher, etc. Go ahead and read
your role’s description... Take a moment to really imagine
yourself in that role. What might your day-to-day concerns be?”

Introducing Roles

“Along with your role, each of you has a secret Agenda. I'm
handing those out now — please keep these to yourself. This is a

Introducin . - .
g hidden goal or priority your character cares about. It might be

Agendas ) . o . . .
aligned with others, or it might conflict. Use it to guide your
decisions subtly. Remember: don’t reveal this card, but do act in
support of it when you can.”
“We're about to draw our first Scenario. Once | read it, you all will

Explaining discuss what to do. There’s no formal turn-taking — just talk to

each other as a team of district leaders, each with your own
viewpoint. Try to come to some consensus or at least
understand each other’s positions.”

Scenario Phase

(In a storytelling tone) “Scenario 2: Enhancing Special Education

Reading a Services. The district’'s special education program is under
Scenario scrutiny after a recent report... [continue with scenario
details].*"

“Alright, you've all heard the scenario. Let’s open the floor. What
are our options here? Who wants to start off by suggesting a
course of action or raising a concern?”

Prompting
Discussion

“Those are interesting points, but let’s refocus on the main issue:
ensuring the special ed program meets needs. How does this
suggestion address that?”

Encouraging
Quiet Player

“Before we finalize, remmember: you have the option to spend
your coins on a Power Card if you think it could influence the
outcome. Does anyone want to use their influence in this way?”

Introducing Power
Card phase
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Voting Instructions

“It's decision time. Please take your Voting Card — remember
one side says ‘Cooperate’, the other ‘Individual’. Think carefully
and choose the side that represents your decision. Don't reveal
it yet... Ready? 3, 2,1, reveal!” (In virtual: “'ll count down, and then
send me your vote in chat or hold up your choice.”)

Announcing Vote
Outcome

“We have 3 votes to Cooperate and 2 for Individual Interest.
That means as a group, we didn't reach a unanimous
cooperative decision. The outcome: the initiative moves
forward, but not everyone is on board (mixed outcome). Those
who chose Individual Interest, you protected your own agendas
and gain 3 points each; cooperators gain 0 this round for the
group decision outcome (How to Play).”

Peer Voting
Prompt

“Now, think back on that discussion: Who do you think was the
most influential person in guiding the group, or who really
swayed the conversation? Also, who really played their role
convincingly and contributed constructively? Write down or
message me the name of that person (could be two different
names for the two categories: Influencer and Role-Player).”

Awarding
Points

“Here’s the score update: Jana (Superintendent) got 5 points for
all-cooperate, plus 2 points from agenda, plus 2 votes from
peers, totaling 9. Michael (Teacher) got 0 for outcome since he
cooperated but no consensus, 2 votes from peers = 2, did not
fulfill agenda, total 2. Let’s give a quick congratulations to our
high scorer of this round, and then move on.”

Transition to
Next Round

“Great work on that scenario. Let’s see what the next challenge
is — sometimes they build on each other, sometimes it's a whole
new issue. Ready for Round 2? Reset your mindset, and here we
go!”

During Debrief
(reflection)

“That was a complex game! Now let’s step out of our roles and
talk about it. How did it feel making those decisions? For
instance, raise your hand if you found it tough to cooperate
even when you wanted to, because of your secret agenda...
What does that say about real committees and meetings we're
in?”

These scripts are just examples. Feel free to use your own words, but maintain a
tone that is encouraging, neutral, and clear. Especially when explaining rules or
outcomes, be as clear as possible to avoid confusion. During discussion, your
prompts should be open-ended to stimulate thinking without steering players to

a “right” answer.
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Keeping participants engaged is crucial for a lively and educational game
session. Here are some strategies to foster rich discussion and involvement:

@ Establish Role Investment: Encourage players to really “own” their roles. One
way to do this is at introductions; for example, ask each participant to state
one goal or concern their character might have (“As the Principal, my biggest
concern is teacher workload”). This helps players internalize their
perspectives and sparks curiosity among others about those viewpoints.

@ Use Guided Questions: As a facilitator, have a mental (or written) list of
open-ended questions related to each scenario. If discussion is slow to start,
ask something scenario-specific: “What outcome would be a win-win here?”
or “Do you see any potential unintended consequences if we do what's being
proposed?” These kinds of questions get participants thinking deeply. The
reflection questions provided with the game (often tied to game theory
principles) can also be repurposed during play to provoke thought (for
example, if players are stuck, ask: “Are we in a classic Prisoner’s Dilemma right
now? What happens if you all act in self-interest versus if you all
cooperate?”).

@ Round-Robin and Pair-Sharing: To avoid a single loud voice dominating,
structure parts of the discussion. For instance, use a quick round-robin: each
person gets up to 30 seconds to voice their stance before open debate
resumes. Or have participants pair up (in person, whisper to a neighbor;
virtually, use breakout rooms) for a minute to quickly strategize from their
roles, then return and share any new ideas. Changing the format briefly can
re-energize engagement.

@ Active Listening and Summarizing: Model active listening. Paraphrase or
summarize a point someone made to ensure it's understood and valued: “So |
hear the Parent saying that community trust is a big issue. Is that right?” This
validation encourages participants to speak up because they know they’re
being heard. It also clarifies points for others. You can also invite participants
to summarize: “Can someone restate what the CFO’s main objection is, to
check we all got it?” This keeps everyone attentive.

@ Visual Aids for Discussion: If the debate is complex, consider using the
whiteboard to map out arguments. For example, draw two columns (“Pros of
Cooperating” vs “Pros of Individual Action”) and jot bullet points as people
bring them up. This shared visual can prevent the conversation from circling
and help participants see the trade-offs clearly. It also engages visual
learners and keeps hands busy if you invite people to come up and add
sticky notes for their points.
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@ Injecting Challenge: If the discussion is too easy or one-sided (everyone
agreeing quickly), you can play a bit of devil's advocate via a role that's
being quiet. For instance, “| wonder, is anyone considering the budget
implications here? Perhaps the CFO might be thinking about that.” This
nudges someone to voice a concern that adds complexity. Use this
sparingly — ideally, the players themselves will introduce conflicts, but in
case of groupthink, a facilitator prod can broaden the conversation.

@ Personal Relevance: Occasionally ask participants (out of character) if
they've seen similar situations in real life. For example, “Have any of you
dealt with a policy rollout like this in your school or department? What
happened?” Real-world connections can spur participants to engage more
seriously with the scenario, knowing it’s not just hypothetical. Be careful to
keep it brief if someone shares a story — acknowledge it and perhaps
weave its lessons back into the game discussion (“So, as we saw in Sarah'’s
real example, lack of teacher buy-in sunk the initiative — how can we avoid
that here in the game scenario?”).

@ Energy and Pace: Your energy as facilitator is contagious. Stay animated
and interested in their discussion. Nod, smile, react appropriately to
dramatic moments in the debate. If energy is dipping, it could be time for a
quick stretch break (especially in virtual settings) or even a light-hearted
comment to break tension. Just be sure the humor or break doesn’t
trivialize their efforts — use it to refresh, not to distract.

By employing these strategies, you create an environment where participants
are eager to participate, feel safe in sharing ideas, and are challenged to think
critically. The goal is a balanced discussion where all voices are heard and the
group together examines the scenario from multiple angles.
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One of the core educational benefits of The Game of Education is how it
cultivates critical thinking and sound decision-making under pressure. As a
facilitator, you can encourage these skills throughout the gameplay:

Emphasize Consequences: Remind players during discussions that their
decisions have consequences in the game (and by extension, this mirrors
real life). For example, “If you choose to cut the budget in this scenario to
meet the CFO’s agenda, what might be the long-term fallout? Who wins and
who loses?” Such prompts make players consider second-order effects, not
just immediate gains.

Highlight Trade-offs: When a player proposes a solution, ask the group to
identify potential trade-offs or downsides of that solution. This ensures they
don't lock into one track without evaluating alternatives. For instance, “What's
the risk of going that route? Is there anyone who might oppose it strongly?”
This way, participants practice weighing pros and cons.

Connect to Principles: Tie their situation back to the underlying principles or
frameworks. The game is built on concepts like zero-sum vs. non-zero-sum,
Prisoner’s Dilemma, etc. Without lecturing, you can occasionally reference
these: “It seems you're at a stalemate because each of you is waiting for the
other to budge — a bit of a Prisoner’s Dilemma. How might you break that
dynamic?” Even if players aren’t formally familiar with these terms, you then
quickly explain (“a scenario where if everyone pursues self-interest, all end up
worse off (Reflection Questions)”), prompting them to reconsider their
approach.

Scenario Analysis Approach: Encourage a structured approach to analyzing
the scenario: identify the problem, list stakeholder objectives, brainstorm
possible actions, evaluate those actions. You can subtly enforce this by the
way you recap or question. E.g., “Let’s clearly state the problem we're solving...
Great. Now, what does each stakeholder here ideally want? Okay, now what
are some ways we can address it? Alright, what could go wrong with each of
those ways?” By doing this, you're training them in a systematic decision-
making process without explicitly stepping out of the game.

Time Pressure and Decision Deadlines: Use the ticking clock as a tool.
Knowing they have limited time to decide often forces participants to think on
their feet and focus on key information. If time is nearly up and they haven't
reached any consensus, you might say, “We have 2 minutes left. What's
everyone’s final stance? You'll have to vote soon, so clarify your position now.”
This pressure simulates real-life decision deadlines and teaches them to
make the best decision possible with limited time and information, a critical
skill in leadership.

thegameofeducation.com

You are reading or utilizing a document provided by TheGameofEducation.com. By downloading, accessing, or using this document, 26
you acknowledge and agree to the terms and conditions outlined at https://thegameofeducation.com/download-usage-terms.


http://thegameofeducation.com/

@ No Easy Answers Acknowledgment: Make it clear that not every scenario
has a clean solution (just like reality). This frees participants to think outside
the box. Sometimes they might ask you “What's the right answer?”
especially if they treat it like a case study. You can respond with, “There isn't
a single right answer — each choice has consequences. The value here is in
how you navigate those choices.” This encourages them to reason through
ambiguity rather than look for a preset correct outcome.

@ Post-Decision Reflection (Immediate): After each vote and scoring, take a
brief moment (even before the formal debrief at the end) to ask, “Is anyone
second-guessing their vote now that they see the outcome? Why?” This
helps them think about their decision process. Don't let it turn into a full
debrief yet, but a quick question like this after a round can solidify the
learning from that round. For example, a player might say, “I cooperated
but got 0 points because others didn’'t — maybe | should have been more
convincing or | should have defected too.” That's a critical insight about
strategy and persuasion.

@ Encourage Use of Data/Info: If the scenario or game provides data (like a
little budget figure, or percentage of students affected, etc.), encourage
participants to incorporate that into their argumentation. This develops
critical thinking by grounding decisions in evidence. If nobody mentions a
crucial piece of info from the scenario text, you can ask, “Does the detail
that X happened last year change anyone’s thinking?”

@ Support Creativity: Sometimes the best solutions in these games are
creative ones that aren’'t obvious. If a player suggests an unconventional
approach that's within the rules, entertain it. Say a player asks, “Can |
combine my coins with another player to jointly buy a Power Card?” If
nothing in rules forbids, you might allow it. Embrace these creative
strategies as long as they serve the learning goals, because they show
participants are thinking innovatively. After the round, you can highlight
that creative move as a great example of thinking outside the box.

By applying these techniques, you help participants not only play the
game, but also reflect on how they are making decisions, what information
they value, and how they handle complexity and uncertainty. This is where
the deepest learning occurs — in the meta-cognition about their strategy
and choices.
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Every facilitation context is unique. You might be running The Game of
Education in a face-to-face workshop, in a completely virtual training, or a
hybrid combination of both. This section provides guidelines and tips for
adapting your facilitation approach to in-person, virtual, and hybrid settings
without compromising engagement or learning outcomes.

In-person sessions allow for rich, direct interaction and often a more
immersive experience with physical game components. Here's how to
make the most of an in-person workshop:

@ Physical Presence & Energy: Use the advantage of being in the same room.

Move around as facilitator — for instance, stand near the table during
discussions to observe from different angles, or approach a group of
players if they break into a side huddle. Your physical presence can be
motivating (just be careful not to loom or intimidate). You can also read the
room more easily; notice body language to see who is engaged or who
might be holding back.

Room Layout Considerations: As mentioned, seating everyone where they
can see each other is key. If you have a larger group (more than 8, say you
have multiple games running), consider splitting into smaller tables and
perhaps co-facilitate with another facilitator so each table has guidance.
Walking between tables, you can facilitate multiple sub-games at once, but
that requires coordination. Keep noise level in mind if multiple groups
discuss simultaneously — a larger room or spaced-out tables helps.
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@ Using Cards and Props: Tangible materials can enhance engagement.
Encourage players to hold their Role card in front of them or place it on the
table so it’s visible. Some facilitators use tent cards with the role name in
big letters facing others. This helps because, for example, anyone can
glance and say “What does the Superintendent think?” and know who that
is immediately. If you have an item like a “speaking token” (an object that
you pass to give someone the floor), it can manage crosstalk; only the
person with the token speaks. Though often not needed, it's a tool if certain
participants talk over others.

@ Managing Breaks and Pacing: In person, attention spans can wander after
long periods. Plan short breaks between scenarios if time permits — even a
5-minute stand-up break can refresh the group. Use these breaks to reset
any materials (shuffle scenario cards, etc.) and maybe chat informally to
gauge how they're feeling. Just ensure everyone comes back promptly to
continue.

@ Leverage Visual Displays: In a physical room, you might dedicate a wall or
board to “Game Status.” For example, you can tape up sheets that show
current scores or a list of the scenarios that have been tackled. As
facilitator, you could also note on a board the key decision from each
scenario (e.g., “Scenario 1 (DEI Initiative): Group Outcome = Partial
implementation”). This helps later during debrief as a reference.

@ Group Dynamics In-Person: Pay attention to interpersonal dynamics.
Sometimes, hierarchy from the real world can carry into the game (e.g,, if
an actual school principal is playing alongside a teacher, the teacher might
defer in discussion). Remind everyone that during the game, real-world
titles are set aside; only in-game roles matter. Encourage them to play the
role, not their real self. If you sense someone holding back because of such
dynamics, you might prompt specifically: “/Remember, you're wearing a
different hat in this game. It's okay to disagree with each other here, even if
normally you wouldn't — that's part of the exercise.”

@ Contingency for Missing Players: If someone doesn’'t show up last minute
and you have an odd role distribution, be ready to adjust. You can either
have one person take on two roles (only if necessary), or you yourself fill in
as a player (less ideal, but sometimes needed to maintain the game
integrity). If you play, be careful to still prioritize facilitation; perhaps take a
role that is relatively passive or mainly there to support others (if such
exists) and avoid steering the outcomes.
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@ Use of Moderator Authority: In person, it's easier for side conversations to
break out or multiple people to start talking at once. Don't hesitate to assert
a bit of authority to maintain order: “One at a time, please. | want to hear
what each of you is saying.” The group will appreciate keeping the
discussion coherent. Also, if two people start arguing intensely, you can
physically position yourself as a mediator — even use gentle humor, “Alright,
let’'s not come to fisticuffs! Let’s hear each other out one at a time.”

@ Hands-On Adjustments: If you notice the game mechanics need a tweak
on the fly (maybe the scenario is too easy, or points are not adding up
correctly), you can quickly house-rule and explain the change. For example,
“To make this interesting, I'm going to double the cost of Power Cards from
here on, since you all have a lot of coins.” In person, these ad-hoc
adjustments are often smoother since you can see everyone nodding
understanding. Use such adjustments sparingly and only to serve the
learning objectives (like ensuring some challenge remains).

Overall, in-person facilitation thrives on personal connection. Your
enthusiasm and guidance, combined with the tactile aspect of the game,
will draw participants into the simulation fully. Make eye contact, use
names, and keep the atmosphere energetic and focused.
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Virtual sessions require thoughtful facilitation to keep participants engaged.
Using video conferencing, facilitators can simulate the around-the-table
experience — for example, seeing all players’ faces in gallery view helps
maintain eye contact and connection. Ensure everyone is comfortable with
the tools (such as chat for voting or renaming themselves to show roles), as
shown in this online meeting interface.

Facilitating The Game of Education virtually can be highly effective, but it
requires leveraging technology and techniques to bridge the physical gap.
Here are strategies for a successful virtual game session:

@ Pre-Session Tech Orientation: Begin the session by briefly orienting
everyone to the video platform’s features. “Here’s how you'll receive your
role (via private chat or link), here’s how to mute/unmute, and how to
rename yourself.” If the group is not very tech-savvy, consider a 5-minute
tech check-in where each person practices sending a private message or
changing their name. This avoids technical confusion during the game
itself.

@ Explicit Turn-Taking Cues: In virtual meetings, people can't read body
language as easily to know when to speak. As a facilitator, you might need
to guide turn-taking a bit more. Use names often: “John, let’s hear from you
next,” or call out the next person after one finishes if a queue is forming.
Encourage use of the “Raise Hand” feature or ask players to physically raise
their hand on camera when they want to speak. As host, watch for those
signals and invite them in.

@ Keep Cameras On: Encourage participants to keep their video on
(bandwidth permitting). Seeing faces is crucial for engagement in a game
that relies on interaction. It also lets them show emotions or reactions,
which adds to the experience. If someone is uncomfortable or has a bad
connection, that's fine, but the goal is to simulate sitting around a table as
much as possible.

@ Use Gallery View and Screen Share Wisely: During general discussion,
advise everyone to use Gallery View (seeing all participants equally) so it
feels like a roundtable. When you need to show a scenario card or timer,
use screen sharing, but don’t leave a share up longer than necessary — as
soon as the group has internalized the scenario, stop the share so that
faces return to prominence. People discussing while a screen share is up
often end up as tiny thumbnails, which can dampen interaction.
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@ Leverage Chat and Reactions: The chat can be an asset. Participants might
drop quick notes or asides there. For example, they could simulate passing
notes or back-channel negotiation via private chats to each other. This is
analogous to whispering at the table. It's okay as long as it doesn’t distract
— it actually adds to realism (in real meetings, side conversations happen).
You can allow it, but caution players to stay focused and not miss the main
discussion. Also, encourage the use of emoji reactions ( ¢, &, etc.) for quick
feedback or to signal agreement without interrupting, which helps regulate
conversation flow.

@ Virtual Whiteboard or Shared Docs: To replicate a flip chart or chalkboard,
use a virtual whiteboard or a Google Doc/Sheet that everyone can
see/update. For instance, during discussion, you or a participant can type
points on a shared document. Or maintain the scorecard on a shared
Google Sheet that you screen share when updated. Collaborative tools
keep participants actively involved (someone might volunteer to be
“scribe” for the round’s ideas on a shared pad).

@ Breakout Rooms for Large Groups: If you have more than, say, 6-8 players,
or multiple teams, breakout rooms can be helpful. You might split a big
group into two “boards” each with a facilitator, then perhaps bring
everyone together to compare results in a meta-debrief. If using breakout
discussions as part of one game (like separate stakeholder caucuses, if you
invent that step), be clear on instructions and time. Always broadcast a
one-minute warning before pulling them back to the main room.

@ Energetic Voice and Presence: In virtual, your vocal tone matters even
more. Speak clearly and with energy to keep people’s attention. Consider
standing up if it helps you be more animated (wear a headset or position
your mic accordingly). Occasionally use gestures on camera. These small
things help overcome the screen barrier. Also, be a keen observer of voice
cues — if someone hasn’t spoken in a while, call on them by name with a
friendly question to re-engage them.

@ Addressing Technical Issues Gracefully: Have a plan if someone’s
connection drops. Perhaps assign them a “buddy” who can text them the
gist of what they missed, or commit to a quick recap when they return. If
your platform allows, enable features like “waiting room” so if they drop and
rejoin you see it immediately to let them in. If the facilitator (you) drops - it
can happen — ensure participants know to pause the game until you're
back. Potentially empower a co-host as backup to continue timing or
moderate lightly if you vanish for a moment.
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@ Security & Distraction: In virtual sessions, participants are one click away
from email or other distractions. Set expectations: ask people to silence
notifications and treat this like they're really “in class” or “in a meeting”
physically. The more engaging the session, the less they'll drift. Also, if using
Zoom, lock the meeting after everyone's in to avoid random intrusions (or
use unique meeting IDs).

@ Virtual Role-Play Encouragement: It might feel sillier for some to role-play
when sitting at home. Encourage them to still embrace it. Perhaps have
them do a little show-and-tell: “If you have an object around you that
represents your role, hold it up! For example, a principal might show a
school mug.” This kind of playful engagement at the start can loosen
people up. You could even suggest virtual backgrounds relevant to their
role (one might put a picture of a classroom behind them, another a
boardroom) — only if they’'re comfortable and tech allows, of course.

By tailoring your facilitation to the virtual format, you can achieve nearly the
same level of interaction and immersion as in person. Many facilitators find
that with the right tools and techniques, virtual play can be just as
rewarding, and sometimes even more convenient and inclusive (bringing
together people from different locations).
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Hybrid sessions, where some participants are in the room and others are
joining remotely, are the most challenging to manage but increasingly
common. They require you to juggle both in-person and virtual engagement
strategies. Here’s how to tackle hybrid play:

@ Equalize the Experience: From the get-go, acknowledge the hybrid nature
to all and affirm that everyone’s input is equally valued, whether they're in-
person or online. It's easy for the in-room folks to dominate if not careful.
Set ground rules such as, “We will pause frequently to check in with our
remote participants,” and encourage those in the room to speak one at a
time and loud enough for the microphone.

@ Tech Setup for Hybrid: In the physical room, you'll need a conference setup:
a large screen or projection showing the remote participants (so those in
the room can see their faces), a good quality microphone and speaker
system so the conversation is seamless. Ideally, a 360° conference camera
(like an Owl device) can help remote folks see around the table. If not,
position a camera to capture the room as best as possible. Each in-person
participant might also join the video call muted and on a laptop, mainly to
use chat or view shared content up-close. If they do, ensure headphones or
strict mute to avoid audio feedback.

@ Role Distribution: Consider how to assign roles in a hybrid format. One
approach is to not mix the teams — e.g., have all remote participants in
certain roles and maybe together on one team if you were running multiple
games. But a richer experience can come from mixing (remote and in-
person playing in the same game). If mixed, be mindful that side
negotiations between a remote and an in-person player are harder. You
might facilitate some “all-remote” sidebars and “all-in-person” sidebars to
mimic hallway chats. For example, an in-person pair can step aside and
whisper, while remote folks use a breakout room or chat — but then cross-
communication needs your help (“Remote team, do you want to call
anyone in the room privately? We can arrange a quick breakout with just
those people.”). It can get complex, so weigh the benefit vs complexity.

@ Facilitator Delegation: If possible, have an assistant. One facilitator can
focus on the room, another monitors the online side. They can coordinate,
e.g. via a separate back channel. If you're alone, you must split attention.
Constantly shift your focus: look at the camera and address remote folks
directly regularly (“Remote players, feel free to jump in if you have thoughts
— we don't want to miss you”). And also be physically present with those in
the room. It's a dance
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Unified Materials Access: Use digital tools for everyone to avoid
information gaps. For example, even though the in-person group has
physical cards, have digital copies ready for remote folks. Perhaps use the
online role assignment for everyone (in person players could ignore the
physical card and just look at the link on their phone or laptop to see their
role and agenda). Or scan the Scenario card and screen-share it so
everyone, remote or present, sees the exact same text simultaneously. This
ensures a level playing field in information.

Voting in Hybrid: It might be simplest to move all voting to an online
method (like a Zoom poll or Google Form) so that both remote and in-
person submit votes the same way confidentially. Alternatively, remote folks
can chat to facilitator, while in-person use physical cards. If doing the latter,
the facilitator (or an in-room participant) should verbally announce “X
cooperated, Y did not” including remote ones, for transparency.

Engagement Strategies Hybrid: Use a mix of techniques: call on people by
name, and perhaps alternate between remote and in-room voices. “We've
heard an idea from someone in the room, now let’s get a remote
perspective — [Name], what do you think from your angle?” Encourage in-
room players to address remote players by name and vice versa to create
a feeling of one group. If you have an odd situation like the remote folks
feeling left out, you might occasionally invite them to have their own mini-
discussion. For example, “Remote team, I'm going to mute our room audio
for 2 minutes so you can freely discuss among yourselves in your own
audio channel. In-person team will do the same live. Then we'll merge
ideas.” This gives remote participants a space without feeling
overshadowed. It requires a bit of tech finesse (like separate call or using
breakout room for remotes only while you physically mute your mic in the
room).

Visibility of Remote Players: In the room, consider printing pictures or just
names of remote participants and placing them at the table (like an empty
chair with their name). It reminds in-person players to “include the invisible
players” in conversation. It's a psychological trick to not forget someone
who isn't physically present.

o
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@ Checking Understanding: In a hybrid, the chances of someone missing a
comment are higher (audio glitch or side chat not heard by all). Periodically
summarize or ask if everyone caught what was said: “I'll recap what the
Board Member (in room) just proposed, to ensure our remote colleagues
heard it clearly..” Encouraging participants to do the same (“Could you
repeat that for our online folks?”) fosters mutual consideration.

@ Flexibility and Patience: A hybrid game might take a bit longer due to the
coordination overhead. Be flexible with time and instructions. You might
simplify certain aspects (maybe limit Power Card usage or complexity of
trading) because logistically it can bog down with half remote. That's okay
— prioritize the rich discussion over perfect adherence to every rule if
needed.

Hybrid facilitation is indeed the most demanding, but when done well, it
allows people who couldn’t be physically present to still fully participate. By
being intentional in inclusion and using technology smartly, you can make
the hybrid format work, turning potential pitfalls into innovative
collaboration moments.
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TROUBLESHOOTING AND CHALLENGES

Even with great preparation and a solid plan, facilitators may encounter
challenges during the session. This section addresses common issues and how
to handle them, ensuring the game stays on track and participants remain
engaged. Remember, encountering challenges doesn’t mean the session is
failing — often, how you respond as a facilitator can turn a challenge into a
deeper learning opportunity or at least prevent it from derailing the experience.

In the table below, we outline several challenges that facilitators of The
Game of Education might face, along with strategies to address each:

Table 3. Troubleshooting Common Challenges

Challenge How to Address It

Intervene tactfully: Acknowledge their input and then redirect.
For example, “Thanks, that’s a great point, Alex. Let's hear from

Participant is someone who hasn't spoken yet — perhaps from the Teacher’s
Dominating perspective?” Setting a speaking structure can help too: impose
Discussion One a rule like each person speaks once before anyone speaks
person (or a few) twice. You could also physically pass an object (or virtually use
talks much more, the “raise hand” rule) to control turns. In extreme cases, speak
overshadowing to the person privately at break, thanking them for enthusiasm
others. but asking them to help you get others involved. Often,

dominant talkers will tone down if they realize it's part of the
learning to let all voices in.
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Quiet or
Disengaged
Participants One
or more people
rarely speak or
seem withdrawn.

Invite and Encourage: Gently call on them with easy questions,
especially ones that draw on their expertise. “Lisa, you work in
student services in real life — what parallels do you see here
with your experience?” Sometimes quietness is due to
uncertainty, so ask in a non-pressure way: “I'd really like to hear
your view, even if it's a ‘I'm not sure what to do’ — that’s valid.” In
virtual sessions, check chat; they might be more comfortable
typing thoughts, which you can then read aloud. Pairing
activities can help too, as one-on-one or small group talk might
feel safer for them to voice ideas which they can later share to
the larger group with your support (“Mike, you had an
interesting thought in your pair discussion, would you share that
with everyone?”).

Confusion About
Rules or Process
Players appear
unsure what to do,
or keep asking
about rules while

playing.

Pause and Clarify: If confusion arises, pause the game briefly to
re-explain the rule in question for everyone. Use examples or
analogies if needed (“Think of the Power Card like a one-time
special ability — for example, if this were Monopoly, it’s like a
Chance card you buy.”). It's often worth the 2-3 minute
clarification to ensure everyone’s on the same page rather than
pushing through confusion. If one person is consistently asking
questions, they might not have absorbed the initial explanation
— consider pairing them with a “buddy” who understands things
to assist, or offering a quick recap sheet they can reference.
Also, ensure that any mid-game rule adjustments are clearly
communicated to avoid new confusion.

Game Running
Behind Schedule
The discussion or
rounds are taking
too long,
threatening to
exceed allotted
time.

Adjust on the Fly: Time management is your responsibility. If you
see time is short, you have a few options: (1) Reduce the
number of scenarios - it's better to do two rich scenarios with
full debrief than rush through three. (2) Enforce stricter time
limits — give firmer cut-offs: “We have 5 minutes left to discuss,
so let’s get final thoughts.” (3) Simplify later rounds — maybe
skip the Power Card phase in the interest of time, or abbreviate
the voting discussion. (4) Do part of debrief later — if you have
another meeting or can send follow-up questions by email, you
might play all scenarios now and shorten the live debrief, but
provide reflection prompts for later. Commmunicate any
changes to participants: “In the interest of time, we will make
the next scenario our last one, so let’s focus our energy on it.”
Most participants understand time constraints; they prefer a
slightly shorter but coherent game than an overlong,
incomplete one.
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Interpersonal
Tension or
Conflict Debate
gets too heated or
personal;
someone seems
upset or there's a
clash.

Step in and Restore Civility: First, remind everyone that this is a
simulation and that respectful discourse is required. If a specific
comment was out of line (personal attack, etc.), address it
immediately: “l want to pause here — that comment was getting
personal, and we need to keep our discussion respectful of
individuals. Let’'s focus on the issues at hand.” Sometimes it
helps to have everyone take a deep breath or a quick break if
tempers flare. As facilitator, maintain neutrality but do not
ignore conflict; defuse it by re-focusing on roles (“Remember,
argue as your role, not about someone personally.”). If one
person is clearly upset (visibly or they've gone quiet after a
confrontation), you might call a short break and check in with
them privately. In debrief later, you can mention how conflict
was handled, turning it into a learning point about real-world
meetings — but ensure during the game it stays under control
so no one feels emotionally unsafe.

Over-
Competitiveness
Participants focus
on “winning”
points to the
detriment of
learning (e.g.,
refusing to share
ideas, or a real
case of “playing to
win” emerges).

Reframe the Goals: Remind the group that the primary aim is
exploring different perspectives and learning, not just scoring
points. You might say, “| see some smart strategic play here!
Just remember, in this workshop the ‘win’ is insight, not just the
highest score.” Sometimes a bit of competition can spark
engagement, but if it's undermining collaboration (like
someone hoarding info or manipulating unfairly), address it:
“It's interesting you held back there. In a real district leadership
team, would that approach yield trust? It's something to think
about.” By making it a discussion about strategy pros/cons
rather than scolding, you gently coach them towards a
balance. If needed, adjust the game on the fly to discourage
exploitative tactics (for example, if someone finds a loophole,
you can house-rule it closed).

Technical
Difficulties
(Virtual)
Audio/video
issues, someone
can't access the
digital tool, etc.

Have a Backup Plan: If a participant’s audio is choppy, ask them
to turn off video or call in by phone for voice. If screen sharing
fails for the scenario, be ready to read it aloud clearly and/or
paste text in chat. If the role assignment tool doesn’t work,
quickly assign roles verbally or via email — knowing roles and
agendas in advance (perhaps you have them in a document)
can save time here. For voting issues, have an alternative like a
Google Form ready if the chat/poll fails. Keeping calm is key — if
tech issues arise, model patience and flexibility (“We're having
a slight technical hiccup, folks. Bear with me for a minute while |
send out the roles manually.”). Also enlist participants to help
each other (a tech-savvy participant can often assist a peer in
troubleshooting a problem via chat). In worst-case scenario
(platform outage), be prepared to reschedule or switch to a
backup platform, but usually smaller fixes or continuing with
minimal tech (just voice and facilitator narration) can still work.
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Participants
Deviating from
Learning
Objectives
Discussion goes
off on tangents
unrelated to
learning goals
(e.g. fixating on
minor scenario
details or joking
excessively).

Refocus and Tie Back: It's fine for participants to have fun and
even go on small tangents, but if it's eating time or straying
from the point, step in: “These are interesting side notes, but let’s
refocus on the main decision we need to make in the scenario.”
Use your questions to steer back to objectives (“How does this
relate to making an equitable decision?”). If the group jokes too
much, gently remind them of the stakes: “Imagine this is a real
district — the decisions you make will affect thousands of
students. Let's give it the weight it deserves.” For overly literal or
detail-fixated players (e.g., arguing a scenario fact), you can
say, “Let’s not get lost in the weeds of the scenario’s setup —
assume those details are givens and focus on what you can
control in the scenario as leaders.” Re-ground them in their role
and task.

Participant
Disagreement with
Game Scenario A
player says “This
scenario is
unrealistic” or
disagrees with the
premise, hindering
their engagement.

Acknowledge and Pivot: Sometimes a participant might resist
the scenario (“In real life, this would never happen this way.”).
First, acknowledge their perspective: “It's true, scenarios simplify
complex realities and not every detail will ring true.” Then pivot
to the value: “Even so, let’'s engage with it as a what-if. It can still
reveal how we approach problem-solving. If you think it's
unrealistic, this is a great chance to illustrate what should be
done differently — bring that into your decision-making and see
if others agree.” Encourage them to play along and use their
skepticism constructively within the game (“Maybe your
character also thinks it's a flawed plan — voice that and see
how the group responds.”). Often this turns a cynic into a critical
voice in the game, which can be useful. If they have a point
(scenario truly has a flaw), note it for feedback to game
developers, but keep the session rolling by focusing on the core
issues that are still valuable to discuss.

Technical
Difficulties
(Virtual)
Audio/video
issues, someone
can't access the
digital tool, etc.

Have a Backup Plan: If a participant’s audio is choppy, ask them
to turn off video or call in by phone for voice. If screen sharing
fails for the scenario, be ready to read it aloud clearly and/or
paste text in chat. If the role assignment tool doesn’t work,
quickly assign roles verbally or via email — knowing roles and
agendas in advance (perhaps you have them in a document)
can save time here. For voting issues, have an alternative like a
Google Form ready if the chat/poll fails. Keeping calm is key - if
tech issues arise, model patience and flexibility (“We're having
a slight technical hiccup, folks. Bear with me for a minute while |
send out the roles manually.”). Also enlist participants to help
each other (a tech-savvy participant can often assist a peer in
troubleshooting a problem via chat). In worst-case scenario
(platform outage), be prepared to reschedule or switch to a
backup platform, but usually smaller fixes or continuing with
minimal tech (just voice and facilitator narration) can still work.
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Participants
Deviating from
Learning
Objectives
Discussion goes
off on tangents
unrelated to
learning goals
(e.g. fixating on
minor scenario
details or joking
excessively).

Refocus and Tie Back: It's fine for participants to have fun and
even go on small tangents, but if it's eating time or straying
from the point, step in: “These are interesting side notes, but let’s
refocus on the main decision we need to make in the scenario.”
Use your questions to steer back to objectives (“How does this
relate to making an equitable decision?”). If the group jokes too
much, gently remind them of the stakes: “Imagine this is a real
district — the decisions you make will affect thousands of
students. Let's give it the weight it deserves.” For overly literal or
detail-fixated players (e.g., arguing a scenario fact), you can
say, “Let’s not get lost in the weeds of the scenario’s setup —
assume those details are givens and focus on what you can
control in the scenario as leaders.” Re-ground them in their role
and task.

Participant
Disagreement with
Game Scenario A
player says “This
scenario is
unrealistic” or
disagrees with the
premise, hindering
their engagement.

Acknowledge and Pivot: Sometimes a participant might resist
the scenario (“In real life, this would never happen this way.”).
First, acknowledge their perspective: “It's true, scenarios simplify
complex realities and not every detail will ring true.” Then pivot
to the value: “Even so, let's engage with it as a what-if. It can still
reveal how we approach problem-solving. If you think it's
unrealistic, this is a great chance to illustrate what should be
done differently — bring that into your decision-making and see
if others agree.” Encourage them to play along and use their
skepticism constructively within the game (“Maybe your
character also thinks it's a flawed plan — voice that and see
how the group responds.”). Often this turns a cynic into a critical
voice in the game, which can be useful. If they have a point
(scenario truly has a flaw), note it for feedback to game
developers, but keep the session rolling by focusing on the core
issues that are still valuable to discuss.

These challenges span facilitation skills, group dynamics, and technical
know-how. By anticipating them and keeping these strategies in mind, you
can handle most issues calmly and competently. It's a good idea to review
this list before your session, so you feel prepared for whatever might happen.
Remember, flexibility and maintaining a supportive atmosphere are your
best tools. Participants will take cues from you on how to react when things
don't go perfectly; if you stay positive and solution-oriented, they will too.
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While the game is designed to be collaborative and enlightening, there may
be moments when you have to manage interactions that become difficulit.
This could include conflicts between participants (as noted above), or even
someone openly challenging your facilitation. Here are a few additional tips
specifically on managing people dynamics:

@ Stay Calm and Objective: If a participant challenges you (“I don't think
you're scoring that correctly” or “Why are we doing this? It's a waste of
time.”), resist any temptation to become defensive. Maintain a calm tone
and address their concern logically. “Let me clarify the scoring system - it
might seem strange at first, but here’s why it’'s set up this way... Does that
make sense?” Often an upfront, cool explanation diffuses tension.

@ Use Empathy: Acknowledge feelings. “I can see this scenario is frustrating —
it's bringing up some strong opinions. That's understandable because these
are real issues we care about.” Validating emotions can help participants
feel heard, after which they may be more receptive to guidance.

@ Private Conversations: If one person is consistently causing difficulty
(talking over others, dismissive comments, etc.), and gentle group-level
interventions haven't worked, pull them aside during a break (or send a
private chat in virtual). Politely express what you observe and its impact: “I
notice you've interrupted a few times, and it's limiting the discussion. | value
your contributions, but can | ask you to help me by letting others finish their
points?” Often, phrasing it as asking their help appeals to their ego
positively and enlists them as an ally in facilitation rather than framing
them as a problem.

@ Re-establish Group Norms: At the start, you hopefully set norms (like
respect, one person speaks at a time, confidentiality of case). If things get
out of hand, don't hesitate to pause and reiterate those norms to everyone.
It's a reminder of the shared agreement for behavior. “Quick reminder: we
agreed to let each person finish without interruption. Let’s all hold each
other to that.”

@ Focus on the Learning Goal: If side debates or personal issues start
hijacking the session, bring focus back to the learning: “Remember, we're
here to practice decision-making in a safe setting. It's okay to disagree in
the game, but let’s do so in the spirit of learning from those disagreements,
not winning them.” Encouraging a mindset of curiosity (“What can we learn
from the fact that you two as different roles see it totally opposite?”) can
turn a heated exchange into an analytical discussion about perspectives.
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@ Know When to Move On: In some cases, it might be best to move the game
along rather than resolve every interpersonal issue on the spot. For
instance, if two participants are stuck in a back-and-forth that isn't
productive, you might say, “We have to make a decision even if we're not all
in agreement. That's part of this exercise — sometimes leaders have to act
without total consensus. Let’s proceed to the vote, and we’ll unpack this in
the debrief.” This uses the game’s structure to elegantly cut short an
unproductive argument. Later, you can discuss it under reflection with
cooler heads.

Through it all, maintain a respectful and impartial demeanor. Participants will
accept firm facilitation if it's fair and for the good of the group. In fact,
handling a conflict adeptly can increase the respect they have for you and
deepen the learning (they see how a leader might handle conflict in a real
meeting).

Engagement can dip at certain points - maybe mid-way through a long
discussion or if someone feels their position is “losing.” Here are additional
ideas to keep energy and engagement up:

@ Mid-Game Energizers: If you sense energy waning (heads nodding, silence,
etc.), don't be afraid to take a very short break to energize. This could be a
2-minute stretch, a quick humorous poll (*On a scale of 1-5, how much is
your character loving this meeting right now? Vote in chat!” as a playful
reset), or even a relevant anecdote to spark renewed interest. The key is to
not let the lull continue unchecked.

@ Changing Modalities: People have different engagement styles. Some
speak, some listen, some write. Occasionally change the modality: ask
someone to draw a simple diagram of the issue on the board, or have
everyone spend one silent minute writing down their proposal before they
speak it. This shifts the mode of engagement and can re-engage those
who prefer reflective or visual thinking.

@ Positive Reinforcement: Acknowledge good participation. “I love how
everyone jumped in on that scenario, great debate!” This kind of positive
feedback can boost morale. If you notice someone who was quiet now
contributing, subtly reinforce that: “Thanks for that insight, it adds a lot to
our discussion.” They then feel their effort to speak up was valued and will
stay engaged.
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@ Relate Back to Objectives: Occasionally, tie what's happening back to why
it matters. “This might seem like just a game, but think about it — aren’t
these dynamics similar to our last staff meeting? The engagement you're
putting in here is practice for the real thing.” Making that connection can
motivate participants to stay focused, seeing the relevance.

@ Use of Competition/Collaboration Balance: If the group seems too
complacent, a little competitive spirit can jolt engagement — remind them
of the points and that a winner will be declared. Conversely, if the group is
too cutthroat, emphasize collaboration ("Remember, if you all cooperate,
you each get big points — something to consider.”). Managing that balance
can keep everyone invested.

@ Adaptive Pacing: If engagement drops because the pace is slow, pick it up
— shorten the discussion time, move to vote sooner to break monotony. If
engagement drops because things are too rushed or confusing, slow down
and allow more processing time or clarification. Read the room and adjust.

@ Encourage Role Play Flair: As the game goes on and players get
comfortable, you can encourage them to ham it up a bit (if appropriate to
the group). “Feel free to get into it — | wouldn’'t mind hearing a ‘teacher in
the teacher’s lounge’ kind of rant from the Teacher about this policy!” If they
start using “I” as their character and maybe humorous but in-character
expressions, it often livens things up and creates memorable moments that
sustain interest.

Ultimately, enthusiasm is contagious. As the facilitator, if you remain
enthusiastic and attentive, it rubs off on participants. Keep showing interest
in their ideas, stay animated, and they’ll likely mirror that energy.
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No two groups are the same. Some may breeze through scenarios quickly
and want more, while others need extra time to process. Here's how to adjust
pacing:

@ Faster Pace Indicators: Participants are coming to decisions very quickly, or
discussion seems to dry up early with consensus. In this case, you might
introduce more complexity on the fly. For example, toss in a curveball:
“Halfway through the discussion, news breaks that the budget for this
initiative was cut in half!” (an impromptu twist) and see how they handle it.
This can extend a too-quick scenario and challenge a group that's
speeding through. Also, you can comfortably add another scenario if ahead
of schedule or dive deeper in debrief with extra questions.

@ Slower Pace Indicators: The group is still debating the first scenario way
beyond the allotted time, or frequently asking basic questions that slow
things. Here, simplify: maybe do only one scenario then move to debrief, or
provide more facilitator guidance to move them along (“Alright, we need to
decide now. Summarizing the two options on the table: either do X or Y. Let’s
vote on which approach to take and move forward.”). You can also
discretely reduce the number of points of decision — for instance, skip peer
voting if scoring is bogging down time.

@ Mid-Game Check-In: It's okay to check in with participants about the pace.
“How is everyone feeling about the pace? Too fast, too slow, or just right?” A
quick show of fingers (1 = slow, 5 = fast) can gauge this. If several indicate
it's slow, you know to expedite; if too fast, you can allocate more time for the
next discussion or clarify more.

@ Flexible Agenda: If this is a professional development day with a fixed end
time, you might have to cut content. Always prioritize meaningful discussion
over covering all planned content. It's better they deeply engage with two
scenarios than superficially touch three. The guide you provide (and
resources after) can fill them in on what wasn’t done.

@ Break Timing: Use breaks as a lever. If behind and you sense they can push
through, you might shorten a break (“Let’s take a quick 5-minute bio break
instead of 15”). If ahead or people seem mentally saturated, take a longer
break to recharge and slow the pace.
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@ After-Action Extension: If you really had to cut things short (e.g., only
played one scenario due to time), offer an extension of learning beyond the
session. For example, “We didn't get to scenario 3, but | will email it to you
along with reflection questions so you can ponder how you would have
handled it. 'm also available to discuss it on our forum.” This gives a slower-
paced group the chance to still see the content and learn at their pace.

In summary, be prepared to depart from your script. A skilled facilitator reads
the room (or virtual room) and adjusts. The participants will usually not
notice these adjustments explicitly; they'll just feel that the session “flowed
well.” That is the hallmark of good pacing management.

DUCATION

CATION]
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EMBEDDING THE CA STUDY

One unique aspect of this facilitator’'s guide is the inclusion of a case study:
“The Game of Education: A Case Study on Decision-Making, Perspective-Taking,
and Leadership Development” (2025). This case study provides empirical
insights and context for the game, and it can be a powerful tool to deepen the
learning experience. In this section, we discuss how to integrate the case study
into your facilitation, present a pseudo lesson plan blending gameplay with
case discussion, and offer guided questions to prompt deeper reflection and
real-world application.

The case study is a resource that can enrich the session in several ways:

@ Facilitator Background Knowledge: First and foremost, as the facilitator,
you should familiarize yourself with the case study’s findings and content. It
contains valuable information about how the game has been used in real
settings and its impact on participants. Knowing, for example, that 92% of
players reported increased awareness of stakeholder complexities and 76%
found the game more effective than traditional leadership training gives
you evidence to support the game’s value. You can bring up these points
informally during discussion or debrief to reinforce why what they
experienced matters (“Our experience mirrors what a formal study found:
nearly all participants came away with a greater understanding of how
complex these decisions can.”).
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Introduction Context: You might use the case study to lend credibility in
your introduction. For instance: “This game isn't just a one-off activity; it's
been studied and used in leadership academies. In fact, a 2025 case study
on The Game of Education found it to be a transformative tool for
leadership development. So as we play, we're replicating something that
has been shown to improve decision-making skills.” Such context can
increase buy-in from participants, especially those who appreciate
research-backing or might be skeptical of “games” in professional learning.

Case Study Excerpts for Participants: If appropriate, you can share a brief
excerpt or summary from the case study with the participants. This could
be done as pre-reading or handed out during the session. For example, you
might give them a one-page summary highlighting the purpose of the
game and key outcomes (e.g., bullet points like “fosters collaboration,”
“broadens perspective” — which align with the learning outcomes you
already listed, now supported by research). Be careful not to overload them
with too much reading; pick a few salient points that will resonate.

Using Case Study During Debrief: During the post-game debrief (or even
between scenarios if doing a mid-point discussion), the case study can
serve as a comparative mirror. You could say, “In the published case study
of this game, one thing that emerged was that hidden agendas often
caused initial cooperation to drop as the game went. Did we see anything
like that in our play-through?” This gets participants to analyze their
experience in light of the case study findings, reinforcing those findings and
validating the participants’ own feelings. For instance, if in the game they
noticed trust eroded once someone played a Power Card, you can connect
that to the case study’s note about unpredictability of decision-making.

After-Action Report: After the session, you can provide the full case study
or relevant sections to participants as a follow-up resource. Encourage
them to read it with their game experience fresh in mind. Perhaps suggest
they focus on the Discussion & Implications section, which likely elaborates
on how the game applies to real leadership setting. This helps transition
their immediate experience into longer-term reflection and learning.
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@ Bridge to Theory: The case study includes theoretical frameworks (game
theory principles, role immersion in leadership development, etc.).
Depending on your audience, you might weave a bit of that into your
facilitation. For example, if you have a group of professors or graduate
students, explicitly mentioning that the game is grounded in game theory
and leadership theory — and citing the case study’s explanation — can
satisfy their intellectual curiosity. You could say, “According to the case
analysis, this game functions as a standalone decision-making framework
that echoes real-world governance challenge. That's why some of these
scenarios felt so real — they were designed with those principles in mind.”
This level of detail might not be necessary for all groups, but for academic
or theory-minded audiences, it enriches the discussion.

@ Vadlidation of Emotions and Outcomes: Sometimes participants might be
surprised by how emotionally invested or intellectually challenged they felt
during the game. The case study can validate that by showing it's normal
and intended. You can mention, “The study noted that participants
described the game as a high-stakes but low-risk environment to practice
leadership — many felt the stress and excitement of real decision-making
without real consequences. If you felt a bit of adrenaline or tension, that
was on purpose to simulate reality!” Knowing that this is part of a studied
outcome (and not just them overreacting) helps participants accept those
feelings and analyze them productively.

In summary, integrate the case study by using it as authoritative support and
a comparative tool. Don't let it overshadow the actual gameplay — it's there
to supplement and deepen understanding, not to be an end in itself. The key
is to use the case study'’s insights to illuminate the game experience the
participants just had.
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Below is a suggested flow (lesson plan) for a session that combines
playing The Game of Education with discussion of the case study findings.
This plan assumes you have a workshop-length session that allows for
both gameplay and analysis:

] Pre-Session (Optional Flip Classroom):

Send out a short excerpt or summary of the case study to participants in
advance. Instruct them to jot down one or two interesting points or
questions from it. (If participants are unlikely to do pre-reading, you can
skip this or plan to cover it on-site.)

] Introduction (10 minutes):

@ Welcome participants and introduce The Game of Education and its
purpose.

@ Mention the case study: “Researchers have investigated this game’s
impact. We'll actually be reflecting on your experience in light of those
findings later.”

@ Outline the session structure: play the game first, then discuss both the
experience and the research.

] came Setup (15 minutes):

@ Assign roles and agendas as per guide, explain rules.

@ If any case study context is relevant up front, mention it (e.g., “In
previous implementations, people found the first round easy but it got
tougher later — see if that holds true for you.” This plants a seed that
they’ll compare with known outcomes.)

|| cameplay - Scenario Rounds (Approximately 20-30 minutes per
scenario, including scoring):

@ Play through 2 scenarios if time allows (or 1if time is very short, or 3 if a
long session).

@ During play, keep notes of moments that resonate with case study
points (like when agendas clash openly, or when cooperation fails —
you'll bring these up later).
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] Break (if needed):

A short break after gameplay can be useful to let people mentally shift
gears from “playing” to “reflecting.”

] Post-Game Debrief — Experience Focus (15 minutes):

@ Start the debrief by focusing on participants’ feelings and observations.
Ask questions purely about their experience: “What was a moment you
found challenging? What did you learn about how you make
decisions?” etc.

@ List key takeaways or surprises they mention on a board. This ensures
their personal reflections are captured before introducing external
analysis.

[l case Study Integration - Presentation (10 minutes):

@ Share a brief presentation (or simply talk through) the key findings of
the case study. You might prepare a slide or handout with stats and
quotes: e.g., **100% of participants in the study recommended using the
game in leadership program; “participants overcame biases through
role-play”. In our game, we actually saw a similar dip when a certain
conflict arose.”

] case Study Discussion — Compare and Reflect (15 minutes):

@ Now pose questions that explicitly connect their experience with the
case study results. For instance:

e “The case study reports that nearly all players felt more aware of
stakeholder complexity after the game. Did you feel that? Can
someone give an example of a complexity you hadn’t considered
before, which you became aware of in the game?”

e “One finding was that this game can be more effective than
traditional lectures in leadership training. Why do you think that
might be, based on what we just did? What did the game provide
that a lecture or discussion wouldn’t?”

e “The research mentioned the concept of ‘perspective-taking’ —
stepping into someone else’s shoes. How did playing your role
change how you view that stakeholder in real life?”

@ Encourage participants to refer to the specific findings as they answer
(you can have those on a slide or chart visible). This makes the
discussion concrete and tied to evidence.
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7] Lesson Takeaways (5 minutes):

@ Conclude by summarizing what was learned through both the
experience and the case study.

@ Emphasize how theory met practice: “We saw in action exactly what the
study described — for example, the power of role immersion to
challenge our assumption. This isn’t just our anecdote; it's backed by
data.”

@ If appropriate to the audience, you can mention how they might apply
these insights in their work or further study (e.g. incorporating
simulation games in their classroom or training sessions, as validated
by this research).

] Follow-up Resources (Post-session):

@ Provide participants with a copy of the case study or a link to it
(thegameofeducation.oom in the resources tab).

@ Also share the reflection questions (which we'll cover next) as a
handout or email so they can continue to think about the scenarios and
concepts afterward.

@ Encourage them to contact you or join an online forum if they wish to
discuss more (especially useful for professional development
consultants or faculty who might run the game themselves later).

This lesson plan ensures that the game’s experiential learning is immediately
followed by analytical reflection supported by the case study. It solidifies
learning because participants see that their experience is part of a larger
pattern observed in multiple implementations of the game. It also satisfies
more analytical learners who appreciate seeing data and theory.

You can adjust timing as needed (for instance, if only one scenario is played,
you'd shorten the gameplay segment and perhaps spend more time on
discussion).

The key is sequencing:

Experience Reflection Case StudyInsights Application. This mirrors the
Kolb experiential learning cycle (concrete experience, reflective observation,
abstract conceptualization, active experimentation), with the case study
serving as a tool for abstract conceptualization of their concrete experience.
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To help facilitators lead meaningful discussions, here are guided
questions that connect the game experience, the case study findings, and
real-world application. You can use these during the debrief or as written
reflection prompts after the session:

@ Decision-Making Under Pressure: “During the game, you had to make
decisions with incomplete information and time pressure. How did you
approach this, and what does it reveal about your decision-making style?
The case study noted that participants refined their complex problem-
solving skills — can you identify a problem-solving strategy you used or
learned in the game that you can apply to a real work challenge?”

@ Stakeholder Perspective: “Think of the role you played. What was one
insight you gained about that stakeholder’s perspective that you didn’t
consider before? For example, if you were the Superintendent, did you learn
something about balancing politics and student needs? The research
highlighted perspective-taking as a key outcome. How might this new
perspective affect how you interact with similar stakeholders in your actual
job?”

@ Collaboration vs. Competition: “In the scenarios, did you find it easy or
hard to collaborate with others? Describe a moment where collaboration
succeeded or failed. According to the case study, many players started
cooperative but became more competitive as hidden agendas emerge.
Did we see a similar shift? What does this teach about maintaining trust in
a team when individual incentives are at play? How can you foster
cooperation in real committees or meetings when hidden agendas exist?”

@ Ethical Leadership and Influence: “Were there times you felt torn between
doing what's ethical for the group and what benefited you (your role)? How
did you reconcile that? The game touches on ethics and influence. In your
professional life, how do you handle situations where what's best for
students (or clients, etc.) conflicts with what's being pressured by an
individual or a policy? Did the game give you any new ideas on handling
such dilemmas?”

@ Use of Power and Resources: “If you used a Power Card or special resource,
what was the impact? The case study found that use of Power Cards
injected unpredictability akin to real political maneuver. Reflect on a real-
world scenario where someone ‘played a power card’ (like pulling rank,
using a loophole, etc.). How did others react? What parallels do you see
with how power was used in the game and how it affects group decisions
in real life?”

thegameofeducation.com

You are reading or utilizing a document provided by TheGameofEducation.com. By downloading, accessing, or using this document, 53
you acknowledge and agree to the terms and conditions outlined at https://thegameofeducation.com/download-usage-terms.



http://thegameofeducation.com/

@ Emotional Intelligence: “How did you feel during the game - frustrated,
excited, anxious? What triggered those feelings? Research on the game
suggests it provides a safe environment to experience high-stakes emotion.
How might experiencing those emotions in the game help you handle them
better in real leadership situations (for example, staying calm during a
contentious meeting)? What strategies did you use to manage conflict or
stress in the game that you could use at work?”

@ Comparison to Traditional Training: “If you've been through traditional
professional development (lectures, case studies, etc.), how did this gaming
experience compare? The study reported 76% of players found the game
more effective than traditional training. Do you agree, and why? What
elements of the game (like interactivity, unpredictability, role-play) made the
learning stick or not stick for you, versus a typical workshop?”

@ Long-Term Application: “What is one concrete lesson or skill you are taking
away from this game? It might be something like ‘l need to listen more to
quiet voices’ or ‘I realized the importance of clearly communicating my
agenda to build trust.” How will you apply this going forward in your role as an
educator/leader? Think of an upcoming decision or project where you can
consciously use an insight from today. Share that plan if you're comfortable.”

@ Case Study Insights Confirmation: “Looking at the findings from the case
study — increased stakeholder awareness, improved decision confidence,
etc. — which of these do you personally experience as true after our
gameplay? Which findings do you perhaps not resonate with, and why might
that be? (There’s no right or wrong, but differences can be due to context,
group dynamics, etc.) This helps us understand in what conditions the
game’s lessons hold.”

@ Feedback for Improvement: “Lastly, what would you suggest to make The
Game of Education even more impactful in the future? The case study is part
of an ongoing refinement. Based on your experience, are there educational
topics or scenarios you wish it covered? How could we simulate other
challenges? This game is a model of a learning tool — thinking about its
improvement is also a way of reflecting on how we design learning
experiences.”

These questions are meant to dive deeper into reflection and tie the
experience back to both personal growth and the broader evidence base
provided by the case study. Not all questions will be used; pick those most
relevant to the flow of your conversation and the interests of your group.
Often, a rich debrief might only need 3-5 good questions to generate lots of
discussion. Listen to what participants say and follow up naturally — these
prompts should serve to kickstart that level of insight.
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E4 g .

POST-AME DlEBRIEF AND REFLECTION

The gameplay might be over, but some of the most important learning
happens after the game ends. The post-game debrief and reflection phase is
where participants consolidate their experiences, draw lessons, and connect
them to real-world contexts. As a facilitator, your role here is crucial: you guide
the conversation to ensure insights are identified and that the energy and
ideas from the game translate into meaningful reflections.

After the game, a facilitator leads a debrief discussion with participants. This is
where players step out of their in-game roles and discuss what happened,
why it happened, and what can be learned. Using a whiteboard or visual aid,
the facilitator can capture key points from the reflection, bridging the
gameplay experience with educational and leadership concepts for real-world
application.
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Leading a debrief requires a slightly different approach than leading the
game itself. Consider these best practices:

@ Create a Safe Space for Debrief: Reiterate that, just like the game was a
safe space to experiment, the debrief is a safe space to share honest
thoughts. Sometimes participants might feel embarrassed about a
decision they made in the game or a conflict that arose. Normalize it:
“We've stepped out of our roles now. Whatever happened in the game
stays in the game; we're here to learn from it, not judge it.” Ensure that no
one attacks or blames others for in-game actions — if tensions from the
game linger, frame them as learning points (“Why do we think that
disagreement felt so intense? What does it say about conflicting
priorities?”) instead of personal issues.

@ Ask Open-Ended Questions: Use the guided questions (from the previous
section) or others that provoke thought, rather than yes/no answers. “What
surprised you about the outcome?” “How did it feel to be in your role?” Avoid
leading questions that suggest a “right” answer; the goal is for participants
to articulate their own takeaways. As a facilitator, practice active listening:
nod, give affirmations, and paraphrase key points (“It sounds like you felt
frustrated by the lack of consensus, is that right?”) to show understanding
and to clarify.

@ Balance Individual and Group Reflection: Start with individual reflection:
give everyone a minute or two in silence to write down or think about their
personal answers to a question (e.g., “One thing | learned about decision-
making is..”). Then move to group sharing. This ensures even those who
need a bit of time can formulate their thoughts and that more voices are
heard. You can go around the circle and have each person share one
thought or use a popcorn style (anyone speaks up). If someone hasn't
spoken at all, gently invite them (“Alex, anything you'd like to add or
something you noticed?”) but don't force sharing if they’re not comfortable.

@ Highlight Key Learning Objectives: During debrief, subtly guide discussion
to touch on the key learning objectives outlined at the start. If “perspective-
taking” was a goal, ensure the group talks about what it was like to see
through someone else’s eyes. If “strategic negotiation” was a goal, ask
about what negotiation tactics emerged. You can list these objectives on a
flip chart and tick them off as they naturally come up. If one isn't coming up,
prompt it: “We haven't talked much about ethical dilemmmas. Did anyone
face a moral conflict in the game?”
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@ Use a Structured Debrief Model: You might follow a simple model like
“What? So What? Now What?”:

e What? — Have participants describe objectively what happened in the
game (key events, outcomes).

e So What? — Discuss what those events mean, what emotions they
evoked, and what insights they yield (analysis of why things happened
as they did, and what can be learned).

¢ Now What? - Explore how those insights can be applied outside the
game (in their work, in future decisions, etc.). This structure ensures you
move from concrete recount to abstract learning to practical
application.

@ Encourage Cross-Role Dialogue: Ask players to share how they perceived
others. “I'm curious, Principal, were you aware that the Teacher felt left out
of the decision? Teacher, did you sense the Principal’s pressures?” This can
lead to empathetic understanding as people realize how their actions
affected others and vice versa. It's often an eye-opener and parallels how
in real organizations, understanding colleagues’ perspectives can improve
teamwork.

@ Keep It Participant-Centered: Resist the urge to lecture or start giving your
own takeaways. The temptation is there to wrap up with your analysis, but
first and foremost, let participants do the heavy lifting in extracting
meaning. Use what they say as a springboard: if a participant says, “I
noticed | was really defensive at first,” you could explore that, “What made
you defensive? How did that affect the group’s outcome?” Only after
thorough participant reflection should you, if needed, add any points that
might have been missed (“One thing | observed was how quickly you all
formed a consensus in Round 1 — sometimes that can indicate surface
agreement. In Round 2, differences emerged and you had a richer
discussion. There's a lesson in that about encouraging debate.”). Even then,
frame it not as the absolute truth but as an observation or something to
consider.

@ Time Management in Debrief: Allocate a good chunk of time for debrief
(often debrief should be at least 1/3 of the total session time for deep
learning). However, also keep an eye that it doesn’t wander endlessly. If one
topic has been exhausted, summarize it and move to the next question. If
tangents occur (e.g., discussing unrelated work issues at length), gently
steer back: “That’s interesting and perhaps something to tackle in another
meeting; for now, let’s link back to what the game revealed about
stakeholder communication.”
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@ Capture Insights Visually: If possible, write down key points on a
whiteboard or shared screen as people share them. Seeing their points
validated in writing can reinforce them. You can even categorize them (e.g,,
Challenges, Strategies, Lessons Learned). At the end, you have a visual
summary of the group’s learning.

@ End on a Positive, Forward-Looking Note: Debriefs can sometimes bring
out regrets or negatives (“We really messed up that scenario”). Make sure
to also identify positives and progress made. Ask, “What is one thing you're
proud of about how you or the group handled the scenarios?” or “Despite
any missteps, what is a success we had in the game?” Then pivot to
forward-looking: “How will you use what you learned? What's one action
you'll take back on the job?” This helps convert reflection into actionable
intention, increasing the likelihood that the experience leads to change
outside the room.

By following these practices, the debrief becomes a powerful conclusion to
the game, ensuring that the activity translates into concrete learning and
personal growth for the participants.

As part of the debrief or as a takeaway, you might provide structured
reflection prompts (some of which we listed earlier). Here are a few
categorized prompts that could be used in a worksheet or group
discussion:

@ Analyzing Decisions: “Identify one critical decision you made during the
game. What options did you consider, and why did you choose the option
you did? In hindsight, would you do anything differently and why?”

@ Emotional Reflection: “What emotions did you experience during the game
(e.g., excitement, frustration, confusion, satisfaction)? What triggered those
emotions? How did you manage them, and what does that tell you about
your emotional responses in real situations of conflict or pressure?”

@ Role Reflection: “How did your assigned role influence your behavior and
choices? Did you find yourself adopting viewpoints or arguments you
personally might not hold? How easy or hard was it to ‘stay in character,
and what did that teach you about those stakeholders in real life?”

@ Team Dynamics: “Describe the communication dynamic in the group. Did
everyone's voice get heard? Who were the influencers, and why? If you
noticed any voices got overshadowed, how would you address that in a
real team setting to ensure inclusive dialogue?”
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@ Success and Failure: “Think of a moment in the game you consider a
success (for you personally or the team) and a moment that felt like a
failure. What factors led to those outcomes? What can you learn from
them? For the failure, what would you change if you could replay it? For the
success, how can you replicate that kind of success in your work?”

@ Real-World Parallel: “Recall a situation in your real job that was similar to
one of the scenarios or dynamics we encountered. How did you handle it
then, and how might you handle it now after this experience? Be specific in
what you might do the same or differently.”

@ Feedback to Self: “If you were to give advice to yourself at the start of the
game knowing what you know now, what would you say? (e.g, ‘Listen more
before pushing your agenda’ or ‘Don’t underestimate the importance of X').
How can you apply that advice in your next real meeting or project?”

@ Key Takeaway in One Sentence: “Sum up your biggest takeaway from this
whole experience in one sentence. (For example: ‘Effective leadership
requires understanding others’ motivations as much as pushing your own.’)
Share that with the group or write it down for yourself.”

@ Group Reflection: (if appropriate) “As a group, what was our strongest
asset in tackling the game’s challenges? What was our biggest weakness?
How might these mirror the way our team/organization functions in real
life?”

@ Commitment to Action: “What is one thing you will do in the next week or
two as a result of this experience? It could be a conversation with a
colleague, a new approach to a problem, seeking out more information on
a topic, etc. Write it down and, if you're comfortable, share it with a partner
or the group for accountability.”

If conducting a formal debrief session, you can distribute a worksheet with
these prompts to structure the reflection. For an online follow-up, you could
send these questions via email or post them in a discussion forum for
continued conversation.

In particular, connecting to the real-world educational and leadership
challenges (which is the next subtopic) is essential, so let’s delve into that.
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One of the final goals of the debrief is to ensure that what was learned is
explicitly connected to the participants’ day-to-day work and challenges.
The game is a simulation, but its value comes from shedding light on reality.
Here's how to solidify those connections:

@ Explicit Bridging: After discussing what happened in the game and what
was learned, directly ask: “How does this relate to our work as
educators/administrators/consultants?” For instance, if a scenario was
about budget vs equity (a common tension in education), relate it: “Many of
us face that exact tension in our districts — how will what we experienced
inform the next time we're in a budget meeting deciding on resource
allocation?” Encourage sharing of specific upcoming decisions or current
challenges that parallel the game scenarios (the reflection prompt asking
for a similar real situation, as above, is helpful).

@ Case Study Implications: The case study’s Discussion & Implications
section presumably outlines how different stakeholders can leverage the
game for practical growth. You can bring in some of those suggestions: e.g.,
it might mention that principals can use it to practice crisis response or
teachers to navigate political pressure. Highlight those and ask participants
(especially if they match roles): “Does that ring true? How would you apply
those lessons in your current context?”

@ Action Planning: If time allows, turn insights into an action plan. This can be
a simple individual exercise: have each participant write down 2-3 action
items for themselves based on the game. It could be, “schedule a meeting
with stakeholder X to understand their perspective on Y issue,” or “try a
cooperative approach in the next team project where | might normally go it
alone.” If doing this as a group from one institution, you could even
formulate a collective action: “What’'s one thing we as a leadership team
will do differently?” Maybe it's “establish a protocol to hear from every
stakeholder in big decisions, inspired by how our game benefitted when
every role spoke up.”

@ Share Examples of Application: If you or others have stories of how The
Game of Education led to real change, share them (with permission). E.g.,
“After playing, a superintendent in another session realized they rarely
heard honest feedback from teachers. They set up a teacher advisory
council at their district, which has improved communication tremendously.”
These stories can inspire participants to see tangible outcomes.
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@ Link to Ongoing PD: Encourage participants to see this not as a one-off
event but part of their ongoing professional development. “What topics did
this game surface that you want to learn more about? Stakeholder
management? Conflict resolution? Perhaps there are courses, books, or
future workshops you can engage in. Use this experience as a springboard.”
You might even recommend or provide resources (this segues to the next
section on Additional Resources).

@ Encourage Peer Support: Suggest that participants hold each other
accountable or continue the conversation. For example, if this was a team
of administrators from one district, propose that in their next staff meeting,
they spend 10 minutes revisiting one of the game’s themes as it pertains to
a current issue. Essentially, keep the learning alive. If it's a mixed group from
different places, maybe set up an online group or email thread where a
month later they can check in about how they've applied the game
insights.

@ Identify Systemic Insights: Sometimes the game might reveal systemic
issues (e.g., “We consistently neglected the student voice in our decisions”
or “We noticed that short-term wins were prioritized over long-term
outcomes in the game”). Ask, “What does that say about our system or
organization? Is the same happening in real life? If so, what can we do
systemically to address it?” This elevates the reflection from personal to
organizational level, which is important for administrators and consultants.

@ closing the Loop: To conclude, re-emphasize the power of experiential
learning: “By simulating tough decisions here, we've gained practice that
prepares us for the real challenges out there. The true test of this
experience’s value will be in how it influences your actions moving forward
in your schools, universities, and organizations.” Ending on that note
reinforces purpose and motivates action.

When participants leave the session with clear connections made between
game scenarios and their real-world challenges, the chances of transfer of
learning are much higher. The goal is that next time they face a multi-
stakeholder conflict or a tough call with limited info, they’ll recall, “Ah, this is like
that game scenario. What did | learn? How can | approach this differently now?”
Encourage them to use the language and concepts from the game as a
shorthand in real life. Teams that play together can reference it later (”Coreful,
we don't want a prisoner’s dilemma here — let’s all be transparent” or “Who's
holding the secret agenda on this issue?” said jokingly but meaningfully). Finally,
thank participants for their engagement. Acknowledge that The Game of
Education is a collective learning journey and that their openness and
participation are what created the rich lessons. This leaves them with a sense of
accomplishment and collegiality.
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ADDITIONAL RESOURCES AND SUPPORT

Facilitation doesn’'t end when the game and debrief are over. There are
numerous resources available to continue your development as a facilitator
and to support the use of The Game of Education in various contexts. This
section provides pointers to additional materials, further reading, and ways to
customize the game experience for different needs.

The Official Website — thegameofeducation.com: The game’s website is a
primary hub for resource. Here are some useful sections:

@ Facilitator Guides and Tips: The website offers guides for facilitators with

best practice. Check for downloadable PDFs or pages specifically
dedicated to running the game.

Expanded Scenario Context: You can find background information on each
scenario on the website. This can give you more details and data that you
could introduce in advanced sessions or use to answer participant
questions..

Reflection Questions (Resource Center): The site’s Reflection Questions
section (which we saw) provides scenario-specific questions tied to game
theory principles. Use these to supplement your debrief or even as prompts
in a follow-up assignment. They are gold for connecting gameplay to
theory.
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Facilitator Guides and Tips: The website offers guides for facilitators with
best practice. Check for downloadable PDFs or pages specifically
dedicated to running the game.

Expanded Scenario Context: You can find background information on each
scenario on the website. This can give you more details and data that you
could introduce in advanced sessions or use to answer participant
questions..

Reflection Questions (Resource Center): The site’s Reflection Questions
section (which we saw) provides scenario-specific questions tied to game
theory principles. Use these to supplement your debrief or even as prompts
in a follow-up assignment. They are gold for connecting gameplay to
theory.

Videos and Demonstrations: There is video content on the website such as
introductions by the game spokesman, Glenn (the “Meet Glenn” section),
and more. Watching these videos can be very helpful with game training
(for example, showing a snippet of an ideal discussion or a critical
moment).

FAQs: The Frequently Asked Questions address common uncertainties, like
optimal group sizes, how to handle ties in voting, etc. Review these to
troubleshoot in advance. If participants have questions you can’'t answer on
the spot, the FAQ might have it.

Virtual Play Tools: As discussed, the Virtual Play page provides the
interface for online facilitation. It may also have a step-by-step text on
using that interface (besides what we covered). Bookmark it so you can
reference quickly during a virtual session if needed.

Contact/Community: The site list contact info. Don't hesitate to reach out
to the for support.

Support from the Creators: The game’s creators or distributors may offer
direct support such as:

Training Workshops: Check if there are facilitator training sessions or
webinars. Sometimes game creators run “train-the-trainer” programs.

Email Newsletter or Updates: There may be a mailing list for updates on

new scenarios or features. Joining can keep you informed of expansions
(e.g., new scenario packs)
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@ Facilitation Requests: On the site, there’s a “Facilitation Requests” section to
request a professional facilitator or support for running the game at your
organization. As a facilitator yourself, you might not need to request
someone else, but this indicates the team is actively supporting
implementations — you might glean good practices or even partnership
opportunities (maybe co-facilitate with an experienced game facilitator to
learn more).

Printed Materials and Products:

@ Ensure you have the latest edition of cards/rules if things have been
updated.

@ Given the evolving nature of the website, check for an expansion set or
variant rules for different audiences (for example, a version tailored for
corporate settings vs. school settings).

@ Review all of the resources on the website to familiarize yourself with all
support and materials.

In short, thegameofeducation.com is your primary ally beyond this guide.
Regularly visit it to see what's new. The support materials there will not only help
you facilitate better but also keep the experience fresh for repeat sessions.
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To deepen your skill set and understanding of using games in education and
leadership training, consider exploring the following:

@ Academic Literature on Simulation and Gamification: The case study you
have is one academic resource. There are others on gamified learning and
leadership simulations. For instance, search for journal articles on
“educational leadership simulation games” or “gamification in professional
development”. These can provide theoretical frameworks and evidence of
effectiveness that can bolster your practice.

@ Books: A few relevant titles could be:

e “Simulation and Gaming for Social Impact” — covers how games drive
change.

e “The Handbook of Experiential Learning” — has sections on games and
simulations.

e “Level Up Your Classroom” — a book about gamified teaching that, while
K-12 focused, has applicable ideas about motivation and engagement.

e “Games and Learning in Training” — (hypothetical title) anything on
using games in corporate or adult training. These readings can give
insight into why games like The Game of Education work and how to
maximize learning from them.

@ Workshops/Conferences: Look out for conferences on education
leadership or training where they might have sessions on innovative PD
tools. Perhaps the annual conference for educational administrators, or
training & development conferences, might feature case studies or
workshops on The Game of Education. Attending one could let you see
other facilitators in action or gather new tips.

@ Webinars and Online Courses: The creators host webinars periodically;
organizations like ASCD (Association for Supervision and Curriculum
Development) or Learning Forward might host sessions on active learning
strategies. Also, MOOCs on Coursera/EdX about gamification or leadership
training could be beneficial to broaden perspective.
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@ Professional Learning Communities: If you are an educator, see if your
district or network has a PLC around instructional innovation or leadership
development - you could bring this game into that forum, share your
experiences, and learn from others (this is more peer learning than formal
PD, but equally valuable).

@ Related Games: Explore other serious games in education and leadership.
For example, there are board simulations for policy-making, budget
allocation exercises, or ethical decision-making games. Knowing these can
help you mix and match tools for a comprehensive training program. If
participants enjoyed this, they might be interested in other games too. You
as a facilitator can build a repertoire. Each facilitator will have guides and
lessons you can learn from.

@ Research from the Case Study References: The case study likely cites
works on game theory, perspective-taking, etc. For instance, it references
classic works like von Neumann & Morgenstern for game theory or research
on role-play in leadership. If particularly keen, follow those trails.
Understanding Prisoner’s Dilemma or Nash Equilibrium deeply, for instance,
allows you to explain and leverage those concepts in discussion more
effectively.

Continuously improving as a facilitator means learning both about content
(education leadership, game theory) and process (facilitation techniques).
Engaging with both the scholarly and practitioner communities will elevate your
ability to run sessions that are impactful.
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One of the strengths of The Game of Education is its adaptability. Different
contexts (K-12 schools vs. higher ed vs. corporate training) might have
different needs. Here are ways to customize the experience:

@ Selecting Appropriate Scenarios: If you have a specific audience, choose
scenarios that resonate most with their challenges. The game likely comes
with multiple scenario cards (we saw at least five in reflection questions).
For a group of school principals, you might choose scenarios about
teacher retention, budget cuts, community conflicts. For higher education
faculty, maybe focus on scenarios about policy implementation or
resource allocation in a college setting (if available). For corporate or non-
educational groups using this as a leadership exercise, you can abstract
the lessons — or even modify the narrative of a scenario to fit (e.g., change
“school” to “department”, “superintendent” to “CEQ” in description). Ensure,
however, that the core mechanics and conflicts remain analogous.

@ Role Adaptation: The standard roles (Superintendent, Principal, Teacher,
Parent, etc.) are education-specific. If you're using the game with, say, a
mixed stakeholder workshop (like school board members, community
leaders, etc.), you might introduce custom roles to match who's at the
table.

@ Short Version vs. Extended Version: Customization also involves timing. For
a short session (say a 1-hour meeting), you might run a single scenario with
a brisk discussion and light debrief. For a longer retreat, you could do the
full set of scenarios, or even run a “tournament” where muiltiple groups play
simultaneously and then compare outcomes. Plan according to time by
scaling number of scenarios and depth of debrief.

@ Hybrid with Real Case Studies: You could blend the fictional scenarios with
a real case study from the participants’ experience. For instance, play one
scenario from the game, then follow it by having the group tackle a real
issue they're facing, applying the same roles or principles. The game serves
as practice, then they do the “real play.” This kind of customization can
make the transition to reality very direct.
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@ Scoring Emphasis: Depending on the culture of the group, you might
downplay or emphasize the competitive scoring. With a very collaborative
group or one averse to competition (maybe a team that needs to build trust),
you might not even announce a “winner” at the end; instead focus on
collective points or improvement. Conversely, with a group that enjoys
gamification (maybe a training for aspiring leaders who thrive on a
challenge), you might hype up the scoring, offer a prize for the winner, etc. The
core game supports both tones; it’s all in how you frame it.

@ simplification for Students or Novice Participants: If you were ever to use this
game with an audience of students (maybe in an educational leadership
course or a workshop with student leaders), you could simplify some
mechanics. For example, maybe omit Power Cards or reduce the number of
roles to streamline.

@ Deepening Complexity for Advanced Participants: On the flip side, with a
very experienced group, you could add layers: perhaps introduce a “news
update” mid-scenario (like a new development they must react to, which you
create on the fly), or require that before voting, each player must publicly
state their predicted outcome (for discussion). Only do this if you know the
group can handle extra complexity without losing the thread.

@ Cultural Context: If working in a different cultural context or country, adapt
names and references to fit that context. The underlying issues (resource
allocation, policy vs. practice, etc.) are universal, but the way they manifest
can differ. Ensure language is translated if needed (maybe the game will
have official translations if it expands globally).

@ Accessibility: Customization also means being mindful of participants’ needs.
If someone has a visual impairment, have all text available in a large print or
screen-reader format. If someone is not a native speaker of the game’s
language, ensure to clarify jargon or allow translation. The facilitator can
adapt the delivery (like reading cards aloud clearly, etc.) to ensure everyone
can engage.

Encourage creativity in using the game. The designers gave a framework, but
facilitators can innovate. If you come up with a particularly useful
modification, share it back with the community or the creators. By leveraging
these additional resources and being willing to customize the experience, you
as a facilitator can ensure that The Game of Education remains a versatile
and impactful tool across various settings and over time. Remember that
facilitation is a journey of continuous improvement — each time you run the
game, reflect on what went well and what could be tweaked. Over time, you'll
develop your own style and enhancements to this guide, making the
experience uniquely effective for your audience. Thank you for using The Game
of Education Facilitator's Guide. We hope this comprehensive resource helps
you create engaging, insightful, and memorable learning experiences. Good
luck, and enjoy the game.
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