
Seeing the Opinions in the Group—Green, Yellow, Red

Timing:  2-5 minutes, depending on the number of  questions being used
# of  Participants:  Any number 
Equipment needed:        A set of  cards (one green, one yellow, one red) for each participant, camera, flipchart, and marker

PURPOSE/DESCRIPTION:

In order to better develop a group’s collective intelligence, it can be useful to see how the individuals feel about a 
particular question or issue that they are working on. We can assume that we know, but we can be more effective 
in taking action if  we do so based on direct input from the group. This easy process can be done at various points 
in a workshop, whenever you need a clear decision or “temperature reading.” It can also be used as a “check-out” 
at the end of  the day. Once group members get used to this way of  sharing their perspectives, it’s easy to get 
them to disclose them when needed.  

PROCESS: 

1. Give each participant a set of  three cards (see photo)—one green, one yellow, one red.

2. Tell the group members that you are going to ask a question and they need to indicate their own, individual answers by 
raising one of the three cards high into the air and holding it  there. They should do it quickly and go with their first 
impressions. They shouldn’t look around and then choose their cards. They should use the green card for “yes” or “like”; 
the yellow card for “maybe” or “not sure”; and the red one for “no” or “dislike.”

3. Tell the group you are going to do a few practice rounds.

4. Ask a question requiring a clear answer, for example, “Did you enjoy the food at lunch?”

5. Remind people to hold  the card of their choosing up in the air and keep it there until everyone has had a chance to take 
in the relative percentages of  cards.

6. Let people take their cards down. Ask another practice question.

7. Have people again notice the percentages of greens/yellows/reds. Because we’re looking at the patterns of the cards and 
focusing on the cards themselves, we tend not to notice who is holding which card. This tendency helps to depersonalize 
the exercise. 

8. You can then have a conversation about the real data that was gathered as opposed to what people thought was 
happening, grounding the discussion in the current reality.

9. Once the group feels comfortable with this practice, start with questions that matter. It’s often useful to take 
photographs of the group’s cards as they are displayed in case you need to review the results. You  can also record  the 
data on a flipchart by capturing the question and the number of  greens, yellows, and reds displayed in response.

Should you find yourself needing to assess people’s response to a question and not have cards on hand, you can also ask 
participants to give thumbs up, thumbs down, or thumbs parallel to the floor. The drawback to using thumbs is that the 
results are not as visible as they are with the cards.

This work is licensed under the Creative Commons Attribution-Noncommercial-No Derivative Works 3.0 Unported License. To view a copy 
of this license, visit http://creativecommons.org/licenses/by-nc-nd/3.0/ or send a letter to Creative Commons, 171 Second Street, Suite 300, 
San Francisco, California, 94105, USA.

This license gives you permission to photocopy and distribute this document in this current form, which includes the attribution. You may 
not change or edit this document or use it for commercial purposes without additional permission from the owner. 

Please contact Reos if  you have any questions, concerns or comments. news@reospartners.com.
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