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Part 1
Introduction

Some thoughts about meetings from people who spent a lot of time in meetings:

When the outcome of a meeting is to have another meeting, it has been a lousy meeting. Herbert Hoover

Meetings are indispensable when you don't want to do anything. John Kenneth Galbraith
The Law of Triviality ... briefly stated, it means that the time spent on any item of the agenda will be in inverse proportion to the sum involved. C Northcote Parkinson
Business runs on meetings, it is true.  But nobody likes meetings.  People say that meetings are a waste of time,  that they start late and run overtime, and nothing gets resolved, and they’re boring, and …
Well, it’s all true.  And since we are starting our business from scratch, and we can make things to be any way we want, we decided that our meetings would be better than other companies’ meetings.  We decided to give our meetings a lot of thought and design them to be a competitive advantage.  

What followed was thorough research on how to have effective meetings and distilled the best of it to suit our situation.  While imperfect, as with any creation of man, this system is intended to be continuously improved as it is used (feedback loop).  
Part 1.1            Purpose of Meetings
The purpose of a meeting is to Communicate, Evaluate and Orchestrate. 

· Communicate effectiveness of individual departments with Team Members.

· Evaluate challenges within departments and suggest solutions for improvement. 

· Orchestrate an action plan and identify who is responsible and by when.

It is vital to the success of the meeting to have a purpose of the meeting prior to planning it or inviting anyone to attend.  If you are the facilitator, identify the purpose before calling the meeting.

· The clearer you can be in developing the meeting purpose, the more effective the meeting will be.  

· For example:  Overview 90 day management objectives, define where we are to date, and add priorities according to the original plan and urgent needs.

· By having a clear purpose, you will know who to invite, what will happen and how much time it will take.

· The purpose will help participants to prepare , and the facilitator or Meeting Leader keep the meeting on track.

· The main objective of the meeting purpose captures what you want to accomplish by the end of the meeting.

· Use complete sentences to express purpose.

· Saying you will be at a meeting is a commitment and a promise.  Always keep your commitments and be on time.
The importance of limiting the number of primary participants is to be as effective as possible without wasting any time.  Only include people that are essential to the success of the meeting, that will benefit directly from the meeting or that must deliver input.   
Communicate freely prior to the meeting via, phone, fax or email.  This will ensure that the meeting stays focused, and there isn't any idle chat during the meeting that could have been done outside of the meeting.

Part 2

Meeting Formats

2.1 Informational

The informational meeting is defined as "Giving or receiving information to Team Members about specific ideas concerning participants".

2.2   Problem Solving

The Problem Solving Meeting is to discuss issues or conflicts and make decisions on how to solve them.  The following is the step by step process in conducting a conducting meeting in this format.

· Identify challenges

· Determine cause

· Generate a solution or a plan

· Evaluate proposed solutions

· Choose Best Solution

· Execute

2.3  Brain Storming

The Brain Storming meeting is held in order to produce new ideas about a specific topic  in an informal and/or creative environment.

The definition of Brainstorm is  "To  seek inspiration, a new idea or thought by generating stimulus in a group environment.

It is important that no ideas are ruled out or considered too wild in order to promote creativity.  The ideas can be narrowed down after the process is concluded in accordance to policies and systems of the company.

A person should be appointed to document ideas as they are developed.

2.4 Training

The training meeting is to provide continued training or transfer of information to current or new team members.

Part 3

Preparation for the meeting

Before any meeting is held one should be properly prepared with tools, information and tasks completed that concern the meeting; or solutions to issues that will be discussed.  

Review the following list prior to attending or leading any meeting.

· If leading the meeting,  distribute the agenda along  with any attachments, three days prior to the scheduled meeting to allow for changes, deletions, or comments.

· Review agenda and identify what the purpose of the meeting is and what you are specifically responsible for.

· Respond to agenda ahead of time to give the person leading the meeting a chance to update the agenda. 

· Test any necessary tools for the meeting such as pens, tape recorders, or computers and have them ready at the start of the meeting.  

· Make any necessary phone calls or business arrangements in advance as so not to cut into the meeting time.

· Bring necessary tools you will need for the meeting:

· Computer

· Standard writing Instrument 

· Yellow pad

· Reports

· Any materials pertinent to the meeting

· Water

-      Tape recorder

Part 4

The Agenda

4.1 Purpose

The purpose of the meeting agenda is to inform the participants of what to expect and the exact process of the meeting, prior to the meeting. 

When sending attachments with a meeting agenda, be sure to bring hard copies of the attachments, to the scheduled meeting, even if you’ve already sent them.

The agenda is also used as a guide for keeping the meeting focused and to stay on the topics of discussion.  It is a great way to measure the success of the meeting when evaluating it at the close of the meeting.  The participants can overview the meeting and see if all of the topics were discussed in the time allotted, in addition to solutions or decisions reached when necessary.

4.2 Define action items

When identifying a topic, include actions, suggestions for motion or solutions whenever possible.  

For example:  Instead of writing " Discuss Budget", write a specific task such as, "Define budget categories and develop tentative amounts for each department.

4.3 Set up for Agenda

Click here for Agenda-Sample document in Word format.
Part 5

Conducting the Meeting




The process of a meeting is as follows:

· Start the Meeting when it is scheduled.

· Tape record the meeting.

-     Have enough tapes for 10 meetings.

-     Label each tape for a different day off the week.

-     Rotate tapes every two weeks.


-     Review tapes before the start of the next rotation.



-     Store and label tapes from very important meetings.

-     When taking meeting notes, document the counter number on the 

       recorder for easy reference 

· Be sure there is a clock in plain view to monitor the time of each topic discussed.

· Meeting Leader states how feedback will be given at the end of the meeting.

· Round robin suggestions

· Written suggestions on standard feedback form 

· Open Discussion

· Introduction

· Take time for visualization and affirmations.

· Participants are introduced.

· Any guest speakers or trainers are introduced.

· Appoint note taker.

· Team Leader - pay attention to times and stay on schedule.

· State purpose of meeting and allow for questions.

· State first order of business

· Communicate objective.

· Evaluate any problems or challenges, and list possible solutions.

· Call for a vote on solutions.

· Decide final solution.

· State who is responsible for what and by when.

· Document decision, who is responsible and the deadline.

· Implement solution.

· State the next topic.

· Repeat steps above for first topic.

· Note - Stack the agenda so there are easy-to-deal with items between more difficult or complex topics.

Part 6

Success In Meetings

· Be on time.

· Cell phone or pagers are to be left off or outside the meetings, unless it is an emergency.

-     Team Leader should control all aspects of the meeting, such as any visuals, 

      handouts, or conversations.

· Be an active listener while others are speaking.

· Food is only allowed in the  meeting if it is provided for everyone.

· Communicate clearly when speaking.

· Communicate as many ideas as possible prior to the meeting to avoid idle, unnecessary discussion.

· Be sure to bring any attachments to the agenda.

· Any missed meeting due to holidays, illness, or some other circumstance, should be rescheduled immediately.

-     Meeting leader should notify all attendees and suggest an alternate plan 

 of action.

Part 7

Concluding the Meeting

When concluding the meeting be certain that all of the topics have been addressed, decisions have been made, and accountability has been established.  The following is the process for concluding the meeting:

· Meeting Leader summarizes meeting.

· Meeting Leader proposes suggestions for improvement.

(Style of getting feedback to be decided at beginning of meeting)

-     Reinforce positive actions to evaluate success.

-     Keep it under 10 minutes.

· Measure the success of the meeting against the original purpose of the meeting.

· Did we accomplish what we set out to do?

· Were we able to follow the agenda?

· How can we improve communication or results?

· Be clear about who is responsible for implementing agreed-upon decisions and by when.

· Meeting Ends.

· Everyone works together to clean up the room and leave it the way it was prior to the meeting.

-     Meeting Leader sends a summary and highlights of who does what by 

      when, to attendees within twenty-four hours of the meeting.

Part 8

Leading the Meeting

8.1 Checklist prior to the meeting

· Prepare the agenda with thought and focus on action, and who does what by when.

· Map out topics ahead of time and evaluate what if scenarios if possible.

· Check the environment.

-  Are there enough chairs for the participants?

-  Is there food or drink available for everyone, and are they easily 

   accessible without disturbing the meeting?

-  Is there enough space to move around if necessary?

-  Is the lighting right?

-  Is the temperature right, not too stuffy or cold?

-  Check supplies, such as paper, pens, handouts etc.

-  Have you sent the agenda to all participants and allowed time for 

   feedback or changes?

-  Review outstanding old decisions or discussions.  Is there follow 

   up needed?

-  Take time to silently prepare yourself for focus, motivation,   

    leadership.

-  Assign volunteers to take notes, distribute handouts, or assist in 

   presentation if necessary.

8.2 At the beginning of the meeting

· As each person enters the room, check for body language that could set a tense  or stressful tone.

· If necessary address it before the meeting starts.

· Set the tone for the meeting.  Explain, special events today, feelings, thoughts or ideas.  Ask for feedback in helping to make the meeting work well and be conducted in a positive manner.

· Review agenda and ask for any additions or deletions that were missed or come up last minute.

8.3 As the meeting runs

· For each item on the agenda, summarize previous discussions or decision to bring everyone up to date.

· Watch for dominance of speaking time, and ask for those who are quiet for ideas or thoughts.

-  For example, ask, "I would like to ask those who have not yet    

   spoken to contribute".

· Summarize points as the meeting progresses  and clarify discussion for documentation.

· Note any disagreements and remind participants to stay on track.  After current issue is finished, discuss it if necessary.

· Make sure you have eye contact with people you are speaking to.

· Listen for and watch body language to catch unexpressed issues or confusion.

· Watch for comments that may set a negative environment and point it out.

· Guide participants who speak too much to be brief.

· Watch for restlessness, and take breaks when you sense you need one.

· Be sure any tasks that are generated are assigned to individuals and document it.

8.4 As the meeting ends

· Summarize the task assignments or action items and list any decisions made to avoid misunderstanding and ensure clarity of what is expected.

· Conclude the meeting with suggestions for improvement and use measurements to the purpose and the agenda as a gauge.

Part 9

Tips and ideas for Better meetings

· Keep agendas and notes in a file in order by date to refer back to them if necessary.

· If there is a round robin for suggestions or decisions, use a stop watch and set a time limit for comments of 3-5 minutes.

· Write the issues on a blackboard or E-Z erase board so everyone can see it and keep track of what is being discussed.

· Allow time for making good decisions. It is better to take an extended break than to have the "let's just make a decision and get out of here" mentality.

Part 10

Bibliography
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Appendix A:  Agenda

Part 9

Agendas

Set Up



Agendas are an essential part of any productive meeting.  The purpose is to  

inform the participants of exactly the topics and objectives ahead of time and allow for modifications to the agenda prior to the meeting.  Time is very precious. Keep that in mind when you are creating an agenda for a meeting whether it is informal, formal, problem solving, or at training meeting.  You will be much more effective as a facilitator and the attendees will appreciate your consideration of time and productivity.

When creating a meeting agenda for the company the template is located in the company directory at the following location:


 (link to directory and filename)
Structure and Format

-  Include day of the week and date.

-  State who is the chair or leader of the meeting and who is responsible for what  

    by when.

-  State purpose of the meeting.

-  State objectives.

-  Break down meeting by times.

-  See system for meetings on details.

-  Send to all persons attending the meeting prior tot he meeting, with

    information on who is responsible by when.

-  List all attachments.

-  Monday - Reiterate accomplishments of previous week, or things that should

   be focused on that were not accomplished the previous week.

-  Friday - State goals and timelines for upcoming week by priority.

-  When concluding meeting, e sure to add summary and close with ways to 

    improve the meeting, time strategies, content or structure.  (see system for 

    meetings for greater detail)

Check list

-  Spell check before sending.

-  Double check attendees names, and that all persons are included.

-  Be concise and get your point across ahead of time.

-  Suggest Action.

-  State who does what by when.

-  Note:  the main reason for the agenda is to facilitate the meeting.  Do not 

   editorialize on the agenda.  Be exact in what is that was done, what it is that 

   you are doing, and what it is you need to do, and cite the results, action or steps 

   to take.

-  Proof read for misused words or grammatical errors.

Standard Feedback Page

       Systems and the user's commitment to follow them consistently are the keys to success.   Because we focus on continuous improvement, it is essential that we get feedback on how the system is working or in what area may need adjustments for maximum efficiency and effectiveness.

       We invite you to be a part of the creative process by offering suggestions for improvement. We have made it easy for anyone to submit feedback:

1. Make a copy of this form.  (Do not use original)

2. Submit Feedback in any of the following ways:
a. Email me personally and put the form # or document title in the subject line for email address, visit www.MichaelMcCafferty.com

b.  Mail completed form to:  PO Box 2270, Del Mar, CA 92104
Date:  _____________
Name:  _____________________  Position:  _______________________

Email Address:  ________________         Phone:  ________________  Fax:  __________________

Mailing address:  ___________________________________________________________________

Suggestions for Improvement: 

1. How did you use this system on a daily basis?  ______________________________________

_________________________________________________________________________________

2. What benefits did you get from this system? _______________________________________

_________________________________________________________________________________

3. How would you improve this system for better results? ______________________________

_________________________________________________________________________________

_________________________________________________________________________________

_________________________________________________________________________________

Thank you for your feedback, and I look forward to hearing from you!
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