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Effective Meetings

· Meetings are a fact of life.
· According to a survey by Microsoft, the typical American worker spends 5.5 hours per week in meetings.  
· Hours spent in meetings are not well spent.  
· In the Microsoft survey, workers cited a lack of team communication and ineffective meetings as the top reasons why organization are not productive.  
· Poorly run meetings waste time and money
· One estimate put the cost of unproductive meetings in the US businesses as much as $37 billion annually.  
· Inefficient meetings also contribute to an overall atmosphere of cynicism.  

Types of Meetings

· People meet for many reasons.
· Information – Sharing meetings
· To exchange information.  
· Problem-solving and decision-making meetings
· A team may decide to take some action or make a change in existing policies or procedures.
· Most common type of business meeting  
· Ritual Activities
· The social function is far more important than any specific tasks.  
· “progress review sessions” are a regular fixture; it takes place in a local bar
· They reaffirm the member’s commitment to one another and to the company
· The sessions provide a chance to swap useful ideas and stories that might not be appropriate for the office.
· Rituals meetings can be a kind of perk that confers status on the members.  
· Virtual Meetings
· Teleconference – multiparty telephone calls.  
· Videoconferences – allow users in distant locations to see one another while they talk.  
· Use low-cost webcams and microphones, free software, and a high-speed Internet connection you can hold a virtual meeting with people anywhere.  
· Basic guidelines:
· Before the meeting, send your agenda and copies of any documents.  Number pages of longer documents to avoid unnecessary paper shuffling.
· At the beginning of the meeting, have participants introduce themselves and state their location.
· In phone conversations, parties should identify themselves whenever necessary to avoid confusion.  
· Avoid interrupting others or leaving out people simply because you can’t see them.  
· Keep distractions to a minimum
· Use the best equipment possible.  
· Planning a Problem-Solving meeting
· When to hold a meeting
· When a meeting probably isn’t justified:
· The matter could be handled by phone
· You could send a memo, an-email, or fax to achieve the same goal
· Key people are not available to attend.
· The subject would be considered trivial by many of the participants
· There isn’t enough time to handle the business at hand
· Members aren’t prepared
· The meeting is routine and there is no compelling reason to meet
· Job can be handled just as well by one or more people without the need to consult others.
· Your mind is made up, or you’ve already made a decision.  
· Is the job beyond the capacity of one person?
· It may call for more information than any single person possesses
· A job might take more time than one person is available.  
· Are individuals’ tasks interdependent?
· Each member at a committee meeting should have a different role.  
· If members have separate tasks there is no need to meet.  
· A group of people who do the same kind of work can often improve their individual performance through meetings by performing some of the complementary functional roles.  
· Reality tester
· Informational giver
· Diagnoser
· Is there more than one decision or solution?
· Questions that have only one right answer aren’t well suited to discussion in meetings.
· Tasks that don’t have fixed outcomes are appropriate for committee discussion.  
· Are misunderstandings or reservations likely
· Generating ideas and solving problems.  
· Setting an Agenda
· Agenda is a list of topics to be covered in a meeting. 
· A meeting without an agenda usually goes off course.  
· You can start building an agenda by asking three questions:
· What do we need to do in the meeting to achieve our objectives?
· What conversations will be important to the people who attend?
· What information will we need to begin?
· Agenda items can come for the group leader, previous minutes, team members, or standing items from committee reports.  
· Agenda includes:
· A list of attendees
· Overall size of the meeting is important, when the meeting falls to more than 7, some members usually fall silent.  
· The meeting’s time, length and location
· Necessary background information a
· Brief explanation of each item.  
· Prepare in advance it helps your meeting go smoother.  
· Items and goals
· Meetings should be outcome- rather than process driven.  
· Vague ideas lead to vague meetings.  
· The best goals are result-oriented, specific and realistic.  
· Specific goals
· Help to identify those who ought to attend the meeting
· Help the attendees prepare for the meeting
· Help to keep the discussion on track once it begins.  
· The person who calls the meeting isn’t the only one who can or should set the goals.  
· Members can be polled before the meeting so their issues can be included in the agenda or at the start of the meeting.  
· Pre-meeting work
· The best meetings occur when people have done all the necessary advance work.  
· The agenda is a good place to tell members how to prepare for the meeting by reading information, developing reports, preparing or duplicating documents or locating facts and figures.  
· The order of the agenda items is important.  
· Some experts suggest the difficulty of items should form a bell-shaped curve with items arranged in order of ascending and descending difficulty.  
· The meeting should begin with relatively simple business, minutes, announcements and the easiest decisions.  
· Difficult items occupy the middle third of the meeting.  

Conducting the meeting

· A well-run meeting seems effortless.  
· Time is used efficiently, the tone is constructive and the quality of the ideas is good.  
· Beginning the Meeting
· Give the attendees a clear picture of what is to be accomplished
· They define how the team will try to reach its goal
· They set the stage for good teamwork – good results
· The first few remarks by the person who called the meeting can set the stage for a constructive meeting or not
· Identify the goals of the meeting
· Repeating the information listed in the agenda which remind everyone of the goals and get them focused.
· Provide Necessary Background information
· Background information explains the context of the meeting and gives everyone the same picture of the subject being discussed and helps members to understand the nature of the information will consider.
· Show How the Team can help
· Outline the contributions members can make during the meeting.
· This is the time to define specifically how each member can help make the meeting a success.
· Preview the meeting
· Spend a few minutes previewing the agenda and goals.
· Identify Time Constraints
· Clarify how much time is available to prevent wasting time.  
· Conducting Business
· No meeting will be successful without committed, talented participants.
· Either the leader or someone else has to be sure all-important business is covered in a way that takes advantage of the talents of everyone present.  
· Parliamentary Procedure
· Parliamentary Procedure is a set of rules that governs the way groups conduct business and make decisions in meetings.
· It can be a helpful tool for managing group meetings.  
· When to use parliamentary procedure
· When the group’s decisions will be of interest to an external audience.
· When haste may obscure critical thinking
· When emotions are likely to be strong – gives members with minority viewpoints a chance to speak and its rules discourage uncivil behavior
· Order of business
· Have an agenda
· Reading the minutes
· Having reports read – share information
· Unfinished business – matters from previous meetings
· New business – matters the groups needs to discuss.
· Motions
· When a member wants the group to deliberate, he or she introduces a motion: a specific proposal for action.  
· Good motions address a single issue briefly and clearly
· Once introduced a motion must be seconded by someone other than its sponsor.
· This procedures ensures the group only discusses those motions at least two members deemed worthy.  
· Motions can be discussed and amended by other members.
· Once discussions is complete, a motion is decided by a public vote.  
· Balancing Participation
· Loosely structures, informal meetings may appear to give everyone an equal chance to speak out, but because of personality, gender, culture, and style differences, every member may not have the same access.  
· Unbalanced participation
· Discourages people who don’t get a chance to talk
· Prevents the group from considering potentially useful ideas.
· To balance:
· Have members take turns – or give every member a chance to speak
· Use questions – that draw out listeners 
· Four types of questions:
· Overhead questions – are directed toward the group as a whole and everyone if free to answer
· Direct questions – are aimed a particular individual – can be used to pull out quiet members.  
· Never start a meeting with a direct question – schoolroom feel.  
· Reverse question – occur when a member asks the leader a question and the leader refers the questions back to the person who originally phrased it.
· Relay question – occur when the leader refers a question one member asks to the entire group.  Good when the leader does not want to disclose his or her opinion for fear of inhibiting or influencing the group.  
· Keeping the discussion on track
· Teams can talk on and on without getting close to accomplishing the goal.  
· Remind the group of time pressures
· Summarize and redirect the discussion
· Use relevance challenges – You can get the group back on track by questioning the idea’s relevancy
· Relevancy challenge – ask the member to explain how the idea relates to the discussion.  
· Promise to deal with good ideas later.  
· Keeping a positive tone
· Ask questions and paraphrase to clarify understanding
· Criticizing an idea – even an apparently stupid one – can result in a defensive reaction that will waste time and generate ill will.  
· Paraphrasing can accomplish two things:
· It provides a way to double check your understanding
· Even if your understanding is accurate, it is an invitation for the other person to explain the idea in more detail.  
· Enhance the value of member’s comments.  
· Pay attention to cultural factors
· Rules for conducting productive, harmonious meetings vary from one culture to another.
· Conducting the Meeting
· The way a meeting ends can have a strong influence on how members feel about the group and how well they follow-up on any decisions made or instructions given.  
· When to close the meeting
· When the scheduled time arrives
· When the group lacks resources to continue. If the group lacks the necessary person or facts to continue, adjourn until the resources are available.  
· When the agenda has been covered.
· How to Conclude a meeting
· Signal when time is almost up – a warning allows the group to wrap up business and gives everyone a chance to have final say.  
· Summarize the meeting’s accomplishments and future actions
· Thank the group – acknowledging the group’s good work. 

Following up the meeting

· Prepare and distribute minutes of the meeting – a written record of the major discussions held, decisions made and action items assigned.  
· A good set of minutes should be completed and concise
· They should be thorough enough that someone who was not at the meeting should be able to know exactly what happened.  
· They should be short and to the point – irrelevant and play-by-play information can be omitted.  
· Build an agenda for the next meeting
· Follow-up on other members
· Take care of your own action items

Problem-solving Communication

· Stages in Group Problem Solving
· Aubrey Fisher identified 4 stages:
· Orientation
· Sometimes called forming 
· The norms that can govern the group’s communication throughout the life are formed at this time.  
· During the orientation stage, group members aren’t likely to take strong positions even on issues they regard as important.
· Peace and quiet can be signs of caution and not agreement.  
· Conflict
· Sometimes called storming
· Time when members take a strong stand on the issue and defend their positions against others.  
· Disagreement is likely to be greatest during this phase
· Some groups never escape from the conflict stage.  
· Emergence
· Sometimes called norming
· Occurs when the members end their disagreement and solve the problem.  
· Key to emergence is acceptance of a decision members can support even if reluctantly
· Reinforcement
· Sometimes called Performing
· Members not only accept the decision but also actively endorses it.
· Most groups do not follow these stages completely, ongoing patterns of communication can influence present and future communication.  

Enhancing Creativity

· Brainstorming – an approach that encourages free thinking and minimizes conformity
· Coined by Alex Osborn
· The cardinal rule for brainstorming include:
· All evaluation and criticism of ideas is forbidden during the early phases of the process
· Quantity no quality of ideas is the goal
· New combination of ideas are sought.
· Don’t let the boss speak first
· Encourage members to speak whenever they have an idea
· Don’t follow a set speaking order
· Nominal Group Technique
· NGT – generates a greater number of high-quality suggestions
· The method name comes from the fact that for much of the process the participants are a group in name only because they are working independently  
· Consists of 5 stages:
· Each member anonymously writes down his or her ideas which a discussion leader collects.
· All ideas are posted for every member to see
· Members discuss the ideas to better understand them but criticism is prohibited.  The goal is to clarify the possibilities
· Each member privately ranks-orders the ideas from most to least promising
· The group critically and thoroughly discusses items that receive the greatest number of votes.  
· Systematic Problem Solving
· Define the problem
· Analyze the problem
· Establish criteria for a solution
· Generate possible solutions to the problem
· Decide on a solution
· Implement the solution
· Follow-up on the solution.  
· Decision-making methods
· The process you use has a direct impact on how members feel about the decision. 
· It can influence commitment, excitement, and buy-in
· Consensus – is a collective group decision that every member is willing to support
· The purest form of consensus is unanimous, unequivocal support, every member’s belief that the decision reached is the best possible one.  
· Members may support a decision that isn’t their first choice, accepting the fact that it is the best one possible for the group at the time.  
· It requires a spirit of cooperation among team members; a willingness to experience temporary disagreements, a commitment to listening carefully to other ideas and a win-win attitude.  
· Majority Vote
· Need only the support of most of the members.  
· While majority vote works will on relatively minor issues, it is usually not the best approach for more important decisions because it can leave a substantial minority unsatisfied and resentful about being railroaded into accepting a plan they don’t support.
· Minority Decision
· A few members make a decision affecting the entire group.  
· Minority decisions are also made in less exalted circumstances
· The talents of the subgroup are usually acceptable to the task.
· Expert Opinion
· When a single person has the knowledge or skill to make an informed decision, the group may be best served by relying on his or her expert opinion  
· It is not always easy to determine who the expert is.
· Authority Rule
· In many business groups, decision-making is often a matter of authority rule. 
· The designated leader makes the final decision
· One major risk in inviting suggestions from subordinates is the disappointment that might follow if these suggestions aren’t accepted.  
· Choice of a decision making method
· What type of decision is being made?
· How important is the decision?
· How much time is available?
· What are the personal relationships among the members?
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