Conducting Meetings

I.   Conducting effective meetings:  A short guide for meeting managers and meeting 

      participants.
Managers must know how to plan and conduct meetings for several reasons:

1.
Meetings occupy a large percentage of the typical manager’s workweek.

2.
The cost of having managers spend time in meetings has soared.

3.
Meetings are where most corporate decisions are either made or reviewed.

4.
Meeting management skills are needed in non-work-oriented  meetings, as well.

II.   The five Ps of effective meetings.
Effective meeting management involves the “five Ps” of Purpose, Participants, 

Planning, Process, and Perspective.

1. Purpose

Purpose refers to the reason for which the meeting is held. There are three functions a 

meeting performs:

1. to make announcement

2. to make decisions

3. to brainstorm

Of these three, only second two count as reasons for actually holding a meeting. 

Productive meetings result from good decision making and brainstorming. A 

meeting should be called when one or more of the following conditions apply:

· Information sharing. When all needed information is not held by one person, there is benefit to bringing people together to share, and when it is not clear what information is needed.

· Commitment building. When commitment to a course of action is needed and when they are involved in its planning and implementation.

· Information disseminating and feedback. When the real issue is not dissemination but gauging the reaction of individuals and allowing for “ventilation,” then a meeting is helpful.

· Problem solving. To solve complex problems and make decisions through brainstorming.

2. Participants

In conducting an effective meeting, it is important to determine the size, composition, and skills of the participants. The right number depends on the nature of the meeting. A much larger group is often inefficient, and a much smaller group tends to be ineffective. Odd numbers of participants work best.

Depending on the objectives of the meeting, invite participants with specific characteristics. Group composition affects group process, which affects group outcomes. Meeting composition refers to three main dualistic dimensions:

1.
Homogeneity-heterogeneity. Homogeneous groups experience little conflict but are not very good at generating creative ideas or solutions. Heterogeneous groups generally have more conflicts but generate more novel and complex solutions.

2.
Competition-cooperation. When group members share common goals, they tend to have better internal communication, more involvement, and superior task performance.

3.
Task-Process orientation. It is useful to include some individuals who tend to be task oriented and others who are concerned about maintaining an effective decision-making process.

Meetings need participants with four general skill sets: 

1.  problem knowers – people who have a sense of the problem under 




     discussion

2. solution providers – people that are creative and imagination

3. resource controllers – people who sign off on money

4. decision makers – people who can affirm decisions

3. Planning

Planning refers to preparation of the meeting agenda. Research suggests there are rules to follow:

· The rule of halves: agenda items in the hands of the agenda scheduler no later than one-half of the time interval between the last meeting and the upcoming meeting.

· The rule of sixths: current agenda items (2/3), past agenda items and follow-up (1/6), future agenda items (1/6).

· The reports rule: executive summaries or options memos.

· The rule of three-fourths: information dispersed to participants at the three​-quarter point between meetings.

· The agenda rule: action verbs or sentence summaries. (see Figure C.1).

· The rule of thirds: start-up, heavy work, decompression.

· Executive summary rule:  reports circulated to participants should always contain executive summaries or options memos.

· The agenda bell rule: items considered in order of ascending controversy (see Figure C.2 depicting the Agenda Bell).

· The agenda integrity rule: stick to the agenda.
· The temporal integrity rule: start and end on time.
· The minutes rule: agenda relevance, content relevance, decision focus.

· agenda relevance – information recorded is related to an agenda item

· content relevance – minutes should be written in a form that follows the agenda

· decision focus – minutes should reflect action or decision taken not the process

4. Participation

Participation refers to the actual process of meetings and the methods used to ensure that meetings involve everyone present.


· Provide introductions – meeting participants should be introduced.

· Establish ground rules – to govern group discussions.

· Establish decision rules – the greatest buy-in from participants involves decisions reached by consensus. When agreement cannot be met over the details, “in principle” allows the group to move forward allowing for details to be worked out later. Other methods are

· The extensive rule – Majority rule

· The intensive rule – those who care the most wins; others accommodate

· The involvement rule – the people that have to carry out the action gets to decide

· The expert rule – the individual with the most expertise on the topic wins

· The power rule – the boss has his/her way

· Use a variety of media – to maintain interest of the participants.

· Encourage and establish participation – participation in a  meeting should be equitable among participants.

· Summarize – close the meeting by summarizing decisions reached, tasks assigned, progress made, key points discussed, and what was learned.

5. Perspective

Gain perspective by evaluating each meeting. Solicit participants’ feedback using 

KSS method (Keep, Stop, Start). Summarize feedback in next meeting and show 

how it has been used to improve meeting planning and implementation.

III.  Suggestions for group members 

Meeting participates also bear responsibility for the meeting’s effectiveness.        Suggestions for group members involve:

1. Determine if you need to attend.
2. Prepare – review the agenda, come with prepared questions.

3. Be on time.

4. Ask for clarification on unclear or ambiguous points.

5. When giving information, be precise and to the point.

6. Listen – be sensitive to the nonverbal behavior.

7. Be supportive of other group members – follow supportive communication.

8. Assure equitable participation by involving others.

9. Make disagreements principle based – follow the guidelines for collaborative conflict management.

10. Act and react in a way that will enhance the group performance - work toward group goals and leave personal agendas at the door.

IV.  Summary and behavioral guidelines.

        To avoid poorly managed meetings, a Five-Ps approach was presented.

