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Making meetings work
Guidance and tools to assist in planning
and conducting effective business meetings
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Well-run meetings take less time and get more done
Build success on productive meetings
	Feedback is welcome!

We hope you find this guide to productive meetings helpful. 

We encourage you to provide comments and ideas to strengthen the material. Please send your feedback to info@changestart.com.


Many people in organizations spend much of their time in meetings, some of which (most, perhaps?) are ineffective, overly long, and unproductive. This represents a huge cost in time and resources. Yet meetings are an essential part of organizational processes. They drive decision-making, encourage creativity, resolve issues, and communicate information and ideas. They can resolve complex issues, bring together multiple perspectives and develop new ideas and solutions.
For organizations to function effectively, meetings need to be productive and efficient. It’s not hard to make this happen. This toolkit will help ensure that your meetings are purposeful, focused and results-oriented. It provides ideas, processes and tools to increase the effectiveness of your meetings, strengthen decision-making, and get the best out of the people involved.

Where do meetings go wrong?

· Participants don’t receive guidance on the purpose and scope of the meeting and come unprepared.

· Key people are missing, including those who can contribute most or who need to make decisions.

· Expectations and goals are not clearly established; time is wasted as these issues are addressed.

· The meeting has no leader; the process is disorganized and unfocused; the time isn’t effectively used.

· Discussion starts with no clarity about purpose, timing and approach.

· Decisions and ideas are not documented; there’s little or no record of what was discussed and decided.

· Distractions and interruptions are poorly managed; the process is often derailed or diverted.

· Follow-up plans and responsibilities are not clearly defined.

Making meetings work

At-a-glance: eight guidelines for effective meetings

· Define the purpose clearly and concisely.
· Make sure the right people are at the meeting.
· Provide advance information about the purpose and logistics.
· Ensure that someone leads the meeting and keeps it on track.

· Open with a clear outline of the process, intended outcome and expected contributions.
· Document ideas, questions, information, issues and decisions.
· Maintain focus; manage distractions; start on-time and finish on-time or early.
· After the meeting, provide a summary of results and next steps.
The following pages include background information and guidance; as well as materials to provide ideas or a starting-point for your own work.
The Overview section provides general guidance on the principles of running effective meetings, and outlines a three-part planning framework. The Resources section includes tools and templates such as checklists, communication tactics, meeting agendas, presentation slides and talking points that you can adapt for your own use. 

Overview – a framework for planning and managing meetings
This framework groups the tasks into three phases: planning the meeting, conducting it, and (often forgotten) follow-up to make sure decisions are implemented and actions are taken.

	Plan
	1. Define purpose and participants

	
	2. Establish leadership and logistics

	
	3. Build the agenda and invite participants 

	Conduct
	4. Outline goals, process and expectations

	
	5. Manage discussion and assess progress

	
	6. Reach closure and share feedback

	Follow-up
	7. Distribute notes or other confirmation

	
	8. Follow-up to ensure commitments are met

	
	9. Plan the next phase of the process


Within this framework, there are some core approaches and guidelines that can help make meetings successful.

· Pre-meeting activity plays a useful role in laying the groundwork, managing expectations and adapting content, agenda and process to the needs of participants.

· Tactics during the meeting should aim to evoke a high level of involvement, including an appropriate blend of presentation and discussion, and an emphasis on collaborative problem-solving.

· Disciplined and flexible facilitation – a difficult but feasible blend – moves through the agenda purposefully and effectively while allowing for and adjusting to challenges and new issues.

· Feedback to participants can include summaries of decisions, questions and ideas. Providing these during and after the meeting helps to test and reinforce conclusions and decisions.

· Seeking feedback on the process – during the meeting – can ensure that issues are raised and resolved in a timely way and that the meeting keeps moving to a successful result.

· Post-workshop reporting, including confirmation of actions and responsibilities, maintains momentum and retains engagement.

Plan the meeting
Step 1 – Define purpose and participants

Why do you need a meeting?

“If you don’t know where you’re going, any road will get you there”
 Too often, meetings are convened where attendees don’t really understand the purpose and scope (or the importance). Avoid this pitfall by clearly defining why you need a meeting and what it needs to accomplish. 

Key questions include:

· What are the primary issues that need to be discussed?

· Why do these issues require a group discussion?

· What needs to be accomplished in this meeting and why? 

You may find that other processes can address the issues, eliminating the need for a meeting. 

Who should take part?

	Open communication to others
As you decide on attendees, think about others who should be kept informed, even if they aren’t involved in the meeting. Let them know what’s happening, invite ideas and input (if appropriate and as necessary share results with them.


Once you’ve defined the meeting’s purpose and primary goals, you’ll have a better idea of who should attend. Now you can think carefully about what skills, knowledge and experience – and perhaps authority – need to be present if the meeting is to achieve the desired goals. 

If this is one of a regular meeting series, attendees may already be defined, although re-thinking that from time to time may be useful. 

The number of people in a meeting will affect the dynamics and perhaps the outcome. The larger the meeting, the less time each person has to talk, so people may offer less information and ideas and raise fewer questions. It can be harder to facilitate discussion across a large group so keep the numbers manageable. 

	Getting the right people to attend - example

	As you know, our product division is facing another re-org and we need to meet to decide on how to group teams in the new structure. 
We’re all focused on shipping schedules, so it’s imperative that this re-org move more quickly and more smoothly than previous changes. That means we need to make decisions as soon as possible and put them in motion, so your attendance is critical at this meeting. [Date and time] is the one time that works best for the most people.
If you can’t attend, please notify me ASAP and suggest an appropriate person who can be at the meeting and is qualified to make decisions on your behalf.
Thanks in advance for your time and help!


Whenever possible, plan your meeting to best accommodate the schedules of key attendees. A virtue of effectively-managed meetings is that you can schedule them into shorter time slots. 

Be sure to plan ample space for your meeting. Avoid the disruption of an overfilled room where people are forced to line the walls because of a shortage of seats. Ensure availability of appropriate equipment and refreshments (see below for discussion of logistics).
	Checklists

See Resource 2 for a checklist on setting goals and expectations.

For tactics to assess meeting progress and handle difficult behavior, see
Resource 5.


Step 2 – Establish leadership and logistics
Who will lead?

You’re much more likely to get results if someone is in charge of keeping the discussion on track. You need to have the group focused on the goal and prevent it from digressing into other agendas. If you are planning the meeting, and are familiar with the issues and the participants, you may be the meeting leader. If the meeting involves a large or challenging group, and you lack experience of meeting-leadership, you may want to seek an alternate facilitator.

What should a meeting leader do?

· Ensure that expectations are clearly set and the process is understood.

· Keep track of time so the group moves appropriately from topic to topic.

· Summarize conclusions and decisions, and record information.

· Assess progress and invite feedback about the process.

· Address challenges and issues that develop during the meeting.

· Ensure that all participants have the opportunity to contribute.

· Summarize next steps and action items when the meeting ends.

What are the key logistical issues?

	Logistics need to cover most of these items…

Date(s) 

Location

Purpose

Meeting resources

Sponsor(s)   

Meeting leader

Planning team

Budget

Attendees 

Speakers and facilitators

Facilities planning

Follow-up.


See the box at right for a summary, and go to Resource 6 for an expanded checklist and examples.

Step 3 – Build the agenda and invite participants
How do you want to structure your meeting?

To effectively guide your meeting, prepare an agenda that outlines the topics to be discussed and tasks for the group. Keep in mind how much time you’ve allotted for the meeting and plan the agenda realistically – you’ll want to be able to meet all the goals while giving adequate attention to each issue. See Resource 3 and 4 for more material.
What tools can guide discussion?
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Agenda

■ Goals for this meeting

■ Expectations

■ Progress report

■ Update and input

■ Ideas and solutions

■ Questions and issues

■ Communicating with our teams

■ Next steps

■ Assessment of this meeting

To present the key points for discussion, it may be helpful to use some visual support. A set of slides can be helpful in presenting an outline of the process and the steps at each stage (see Resource 4 for an example that you can modify for your own use).

Having visual cues can help keep people focused. Just remember to keep the content concise and to the point. Your slides should highlight key ideas, and you will fill in the rest as you invite discussion.

How will you document results?

Make sure that you effectively capture issues, decisions and questions. Ideally someone other than the meeting-leader will take notes. Following are some typical approaches, listed in decreasing order of effectiveness.

	Note-taking tools - overview

	Typed into a notebook computer
	This is usually the optimal method. A complete summary can be created in real time. Discussion can be condensed and the notes kept to an appropriate level of detail. The material can be readily transformed into a useful summary. Other methods may be used at the same time (such as flip charts) to help participants see the content and direction of discussion.

	Flip charts or whiteboards
	Most conference rooms now include some wall boards for manual note-taking. In fact, it’s a good idea to choose a meeting space that has at least one or more large whiteboards. This provides plenty of space for people to write ideas and draw diagrams—a good way to encourage active involvement. If you don’t have a board that permits copying (see below) SmartPhone apps can now do a good job of scanning charts or boards.

	Idea-mapping software
	Another useful tool for guiding meetings is a product such as MindManager™. This software provides a visual display of the meeting topics and process and also includes a powerful tool for capturing and organizing brainstorming ideas.
 The content can then be exported to another format.

	Handwriting
	Probably still the predominant method, with individual participants (as well as the “official” note-taker) making their own notes with a wide variation of detail, accuracy and quality. If these are to be the basis of the meeting summary, a further phase of effort (keyboarding at a later stage) is required.

	Electronic whiteboards
	For quick and efficient retrieval of manually recorded notes, you might consider using electronic whiteboards. Some models can download contents into a computer, while others allow you to produce copies of notes that everyone can take with them.

	Sound- or video-recording
	This provides a full record of the proceedings, but may generate a considerable amount of unneeded data in the form of discussions, digressions and inconclusive exchanges. A transcript can be created and edited, but except for occasions when a full record is needed (e.g., a legal transcript) this may be overkill.

	Memory of those present
	Still a popular and widely prevalent method, this ensures later disagreement about what was discussed and decided, avoids the need to provide a summary, and creates a lack of certainty about the outcome and next steps.


How do you invite participants and set expectations?
	Provide relevant printed materials

To enable participants to easily reference presentation data and take notes, it’s helpful to provide copies of the slides or other key data to be discussed.


Be sure everyone attending clearly understands the purpose. You also want to encourage them to think about the issues to be discussed, and to be prepared to contribute.

The meeting invitation should include these key elements:

· Purpose and goals of the meeting, and the agenda.

· An invitation to provide feedback or input ahead of the meeting – other topics they think should be addressed, information that needs to be collected, and other people who might have something to offer. 

· Details of any advance work that needs to be prepared, such as an update to the group on a specific topic within their area of responsibility or expertise. 
· Meeting logistics, including: start time and duration, location, and whether food or refreshments will be available.
	Case: problem-solving meetings

	The anticipated gains from the staff reduction weren’t showing up. Morale was poor, sales were weak and attrition continued. This was an especially troubling problem now that the organization was running leaner. Prospects for the rest of the year – and beyond – were grim. 

During a two-day period the Division VP had lengthy conversations with each of the regional managers.

“What’s happening in your region? What are the issues and concerns? How can we rebuild morale and refocus on the market? What did we do wrong and how can we correct it?

“I want you to have this same conversation with your own account managers. The agenda is simple: what’s wrong and what can we do to fix it? Nothing is off-limits. And before they come to the session, make sure they talk to their own team (the reps) to get the real story from the front-line. What are customers saying and thinking? What are our people doing and feeling? What can we do to turn this around? I’ll give you a format and process to use for these sessions.

“Yes, we should have done this differently. We made mistakes and assumed that everything would just settle down. It hasn’t, and now we need to get back on track. 

“In two weeks, when you’ve completed at least the first phase of this process, we’ll meet as a team for a full day to share what we’ve learned, exchange ideas on best practices (and causes of the problems) and to build plans for getting back on track.”

Only face-to-face meetings would enable the issues to be identified, shared and addressed. With limited time the meetings – initially, at regional level; then among regional leaders in the division – needed to be carefully planned and effectively managed.

A template was developed for regional managers to use in meetings with their teams. This ensured a consistent approach and results that would usefully drive planning and decisions in the next round of meetings. The template also included guidance on maintaining continuing dialogue with regional staff – it was important to engage everyone in the process.

Without the guidance, it’s likely that some sessions would have been useful but that others might have suffered the fate of many meetings in many organizations – lack of clarity, limited leadership, no consistent process and limited value. But the simple expedient of creating the template and requiring the regional managers to use it ensured that the sessions were focused and productive. 


Conduct the meeting
Step 4 – Outline goals, process and expectations
How should you open the meeting?

You need to get everyone on the same page – including why they’re there, what’s expected, how the process will go, how long it will take and what the outcomes and next steps will be. You may want to start your introduction with a welcome and thanks to participants for their time and commitment.

Provide the agenda to give attendees a context, and some structure about what will take place. 

Next, outline the goals for the meeting. This reinforces the agenda, and offers an opportunity for the meeting-leader to verify that everyone understands the purpose, buys into it, and is ready to contribute. 

After outlining the goals, it can be helpful to ask the group, “Do these goals capture what we’re trying to do? Does anyone want to comment or make changes?” Note that this discussion may result in people wanting to add items to the agenda. If so, you’ll need to lead a discussion to assess priorities.
What can be done about concerns that need attention?

If people introduce other matters they feel need to be addressed (but that are outside the scope of the current meeting), you should keep notes – on a flip chart or whiteboard for all to see – headed something like, “Issues needing work – but not today” or “Parking lot”. This helps to assure people that their issue has been noted and will get some future attention.

Can expectations about behavior be set and managed?

It can be very helpful to have a brief discussion about the desired group dynamic. Remind participants of what it will take to achieve a successful outcome. For example, the group needs to work together to keep the meeting on track, and allow time for everyone to comment. Some people may enter the meeting less than positive or receptive, and it’s useful to agree on some ground rules that help promote productive collaboration. See Resource 4 (the PowerPoint template) for an example.
Step 5 – Manage discussion and assess progress

What’s the best way to manage the meeting process?

	How to manage the discussion

See Resource 5 for tactics for how to handle negative behaviors to ensure your meeting stays on track. 


The leader should continually assess four core characteristics of the meeting: 

· Is the discussion under control – i.e., focused on the goal, and orderly (within reason)?

· Is the meeting progressing at a pace that makes a successful outcome possible?

· Is discussion engaging all those who should be contributing?

· Are there behaviors or other signs of actual or potential problems or obstacles?

As the meeting proceeds, people will display a wide range of behaviors – positive and negative. 
· Reinforce the positives – Work to encourage and reinforce positive behaviors that might include: speaking concisely and clearly; helping to summarize complex points; introducing ideas that move the discussion forward; providing positive feedback to other participants; injecting humor when appropriate. 

· Counter the negatives – Non-constructive or disruptive behavior could include focusing on personal issues at the expense of making progress on decision-making; or maintaining negative positions without offering positive suggestions. These can derail the process. It’s important to recognize them and encourage the group to stay on task, and think about solutions more than problems.

How should you assess progress during the meeting?

	Use an assessment checklist

Use our progress assessment checklist in Resource 5 as a guide and adapt it to meet the needs of your meeting.


It can be helpful for the meeting-leader to use a mid-meeting checklist to assess how the process is going. This can be done without interrupting the flow of the discussion. You can consider how well the time is being used, if the agenda is on track, if everyone is contributing, and so on. Through observation, you might be able to determine how the group feels about the meeting’s progress.
Of course, it can also be helpful to pose the question to them directly: 
“Can we spend a minute reflecting on whether we’re on track? How do you feel about our progress? Anything we should be doing to be more productive?”

Alternatively, you might take the opportunity to chat with a few participants during a break: “How do you think this is going? Anything we can do to make sure we achieve our goals?”

Step 6 – Reach closure and share feedback

What’s the best way to wrap up the meeting?

End the session by bringing closure to what’s been discussed and setting expectations about next steps. It’s also a good idea to have the group briefly discuss the meeting process itself to see what works well and how it can be improved. It’s always important to end the meeting on time, so be sure to allow time for this final discussion.

Many of us have had the experience of leaving a meeting believing that certain decisions were made and actions identified, only to receive a follow-up e-mail stating something quite different. Perhaps the conclusion wasn’t clear, or those with different points of view “assumed” their own had prevailed. To avoid this, you could close the meeting with your own verbal summary and invite comments and corrections.

If it seems another meeting is necessary, ask the group to agree on the focus for that session so the overall goals get achieved, and ask them to suggest a good time to meet.

Should expectations be set about follow-up?
Clarify to the group that you will be sending out a summary of notes that will highlight key issues, ideas, and decisions from the meeting, as well as new issues or questions that arose, and any action items. 

If relevant, also verify that you’ll send out invitations for the additional meeting.

What’s a good approach to gathering feedback?

	Feedback focuses on process
Most frequently, people say they appreciate being part of a well-managed process in which distractions and digressions are limited, the group is kept on task, time is managed well, and there is a clear set of outcomes.


Close your meeting by asking the group how they felt about the session. Ask two simple questions: 

· What went well – what did you like about this meeting?

· What would you change about the process to improve it next time?

You might do this in a quick informal conversation, or you can take a slightly more formal approach, writing the questions on flip charts and engaging the group in a brief discussion. Ask people to offer a few comments that reinforce the successful aspects of the meeting, and then a few comments of constructive criticism and ideas for improvement.

Be sure that you include a summary of this feedback in your follow-up notes.
Follow up

Step 7 – Distribute notes or other confirmation

	Be prompt with your follow-up

Prepare the summary as soon as possible after the meeting. Quick follow-up helps retain the momentum of the meeting discussion and motivates follow-through on action items.


Why should you prepare a meeting summary?

It’s almost always important to follow up a meeting with a brief recap of the issues discussed, decisions that were made, and next steps. This summary has several benefits:

· It reinforces the group decisions agreed on in the closing discussion, and clarifies and documents any issues that still need to be addressed.

· It gives attendees an opportunity to provide further information, including offering corrections or additions to the meeting summary..

· It’s useful for communicating with and engaging other individuals and groups who didn’t attend the meeting.

· It reinforces the next steps, building a commitment to action and demonstrating that the meeting was part of a process and not an isolated event.
What should follow-up communications cover?

It can be very helpful to include a full summary of the meeting’s discussions and decisions, especially if that information can help those planning follow-up. Designating a note-taker will greatly ease this process. Typical headings might include the following:

	Meeting follow-up

	Reminder of meeting purpose

	List of those present

	Thanks for participation and acknowledgement of contributions

	Key decisions and action steps – allocated to individuals, with completion dates

	Issues that remain outstanding and questions that need to be addressed

	Further meetings or other actions

	Contact information for questions and clarification


Distribute the summary to all the meeting participants and ask them to get back to you quickly with any comments or clarification.

Step 8 – Follow-up to ensure commitments are met

How can you ensure that the meeting’s outcomes are reinforced?

Many meetings conclude after a useful discussion and with participants satisfied that the goals were achieved. But if no action follows the meeting has probably failed. It is notoriously easy for participants to return to their busy day-to-day role, become absorbed in those priorities, and fail to follow-up on agreements or commitments reached at the meeting. A short email summarizing who will be doing what (and when) can provide the necessary reminder to keep things moving.

What’s a good way to motivate people into prompt action?

	Follow up on deferred issues

Following the meeting, be sure to take the list of parking-lot issues and relay it to the group or individual who might be able to work on the listed items.


A good practice for motivating the group is to include in the summary (or in a later follow-up memo or meeting) some recognition for completed action items. Thank those who participated in resolving an issue or meeting a goal. Acknowledging individuals to the group at large often motivates people to contribute further, and sends the message that their efforts and ideas are valued.

Step 9 – Plan the next phase of the process

How do you move the initiative forward?
Ensure that next steps are part of the meeting’s content. If the group decided that an additional meeting (or a series) is necessary to further the discussion and finalize decisions, you’ll start this process again. Put into action any improvements suggested during the feedback component.
Here are some tactics – starting with the opening discussion – that can help to ensure a successful outcome.

	1. Open with a strong, high-interest introduction led by someone who can excite and energize the group. The opening sets the scene, establishes expectations and can go a long way to building toward a successful result.

	2. Also in the early stages, ensure that everyone fully understands the purpose and process, and how and what they are expected to contribute.

	3. Establish regular process checks – “let’s take a moment to get some feedback on how we’re doing – anyone want to comment on whether you feel we’re making progress, any ways in which we need to adjust the process, other observations to help keep us right on track?” 

	4. Be ready to adjust the schedule as necessary. For example, go to a break early if the discussion on one issue has wrapped up and the next agenda item is likely to be challenging or lengthy. 

	5. To be sure that key issues are identified and addressed, be flexible. Manage time with care, but recognize that issues, ideas and other needs may suggest that you adapt the schedule as you go.
 

	6. Near the end of the meeting, facilitate a discussion about how to briefly summarize the results so that attendees can brief their teams – consistently – when they get back to the workplace.

	7. Be sure to note every issue and question – especially the unresolved ones. These will need to get attention following the session. They also provide a great starting-point for developing an employee/manager Q&A.

	8. Create a post-meeting document that sets out very clearly what tasks now need to be undertaken, who is responsible for each, and when it might happen.

	9. Keep the process alive. Soon after the meeting, distribute notes and other materials. Invite further input and comment and be clear about next steps. Build on the engagement that you’ve created.


Resource 1: Checklists on purpose and people
Using this resource

Start with a clear definition of why you need a meeting and what it aims to accomplish. This resource provides checklists to use in the planning phase to ensure that the meeting is useful and focused, and involves the right people.
	Meeting purpose – checklist

	
	What is the issue that’s led you (or someone else) to determine that a meeting should be held?

	
	Is the meeting part of a regular series – e.g., weekly planning sessions – or is it ad hoc, called to deal with an emerging challenge or opportunity?

	
	Have you defined the issue concisely and clearly? (e.g., CEO concerns about the increasing time between customer enquiries and response from Sales?)

	
	Can you write a concise statement of the purpose that the issue suggests? (e.g., Share data on customer response times; evaluate causes and the impact; develop approaches to reduce response time; allocate responsibility for further development work and for implementing solutions?)

	
	Is it reasonable that a single meeting can accomplish the goals? 

	
	If additional meetings seem likely, can you narrow or adjust the definition to include assessment of the need for further work (including meetings)?.

	
	Have you sought input from two or three key participants on whether you have accurately captured the issue and purpose? Very often, different people see the focus quite differently, and it’s helpful to resolve these differences before the meeting.

	
	Do these steps and decisions confirm that a meeting is needed?


	Meeting participants – checklist

	
	Identify all the stakeholders: those involved in the process, able to provide information and/or able to contribute to the solution – draw initial participants from this group.

	
	Now add others who could contribute or facilitate because of functional or other expertise – this group might include people from finance, HR, communication, marketing, IT or other functions.

	
	Consider who is responsible for implementing changes.

	
	If any of the people you need at the meeting cannot attend (and the date can’t be changed to accommodate them) consider whom you should invite instead.

	
	If there are others who may not be able to contribute directly, but whose presence will be helpful, consider including them. There might be people who need to know about the issue and the solution and who might benefit from being part of the discussion.

	
	Think about individuals who might want or expect to be invited, but who doesn’t need to be there – you should let them know why they aren’t invited – for example, indicate that you don’t want to waste their time but will keep them closely in touch with developments.

	
	Invite others who will be helpful in providing guidance or special skills, such as note-taking or facilitation.


Resource 2: Framework, goals and expectations
Using this resource

These examples provide a starting-point for you to define the overall framework for the meeting, as well as specific goals and expectations.
	Example of a meeting framework

	Objective
	Initiate 2008 planning and create a framework for detailed planning at department level.

	Specific goals
	Review 2007 results including shortfall analysis

Assess economic and industry forecasts and projections

Update the five-year revenue forecast

Develop detailed revenue and cost projections for 2012
Identify key actions and initiatives needed to achieve our goals

Set dates on the planning calendar

Provide guidance and inputs for departments to build on.

	Expected outcomes
	Clear definition (needs, scope, timing, priority) of initiatives that the company needs to pursue to achieve its goals in 2012 and beyond
New insights into shared challenges and issues, based on an open and lively exchange of ideas
Increased sense of teamwork, and confidence in our ability to establish targets and develop plans for achieving them

Planning framework and materials to enable us to move to the next stage of the process

	Pre-workshop process
	Workshop participants respond to a brief on-line questionnaire, including SWOT analysis (strengths, weaknesses, opportunities, threats) and key priorities

A summary is presented during the workshop to focus the group on issues and opportunities
Regions complete a planning template in draft form and bring the results to the session
All participants are encouraged to engage their teams in discussions of the issues, so they come equipped with input and insights from a cross-section of their people

	The meeting
	[See agenda]

	Post-meeting process
	Meeting output is edited and compiled into a report for reference and follow-up

Leadership team and/or initiative leaders meet to review results, confirm priorities and actions, and establish monitoring and follow-up
Meeting participants discuss results with their teams, and gather additional comments and ideas

Regions continue with their own detailed planning within the framework provided

	Example of goals for a meeting

	Overall goal
	Build a communication plan  

	Specific goals


	Agree on how we’ll conduct this session.
Bring the team up-to-date on progress and plans for [name of initiative]
Gather input on issues and needs within the divisions involved in the transition.

Develop an initial strategy for communicating with key stakeholders, including customers, employees, and stockholders.
Begin to compile questions and issues to be addressed in next week’s planning workshop.
Share ideas about communicating within our own teams.

Decide on immediate action steps and responsibilities.

	Example of expectations for the meeting

	· Work collaboratively to develop plans to address issues raised by the change.

	· Ensure that everyone gets a chance to offer opinions and express ideas.

	· Identify problems and challenges, but also look for solutions and action steps.

	· Stay on track; recognize that some subjects can’t be dealt with at this session.

	· Share ideas about communicating within our own teams.

	· Commit to carry out agreed follow-up work and continued collaboration.


Resource 3: Meeting agenda – template

Using this resource

This template outlines key elements that can be effective for many types of meetings, along with guidance for the meeting-leader. You should modify it to match your own situation and needs. If an existing meeting series doesn’t already have a structure, you may want to create one. This might include updates from those present; summary of key issues; discussion of actions/solutions; and agreement on next steps.
	Sample agenda items

	Introduction to the purpose and goals
	Explain the meeting purpose and key issue(s). 
Outline specific goals for the meeting (see sample goals in Resource 2)

	Expectations
	Discuss expected contributions and behaviors. One approach is to invite participants to define for themselves how they want the meeting to be conducted – e.g., encourage all inputs; allow equal time to all contributors; thoughtful listening and discussion; respect for time limitations.

Alternatively, you can provide a list as starting-point for discussion about what participants are expected to contribute, and how they need to collaborate. 

(See sample expectations in Resource 2)

	Progress report or introduction(s)
	Set the scene with initial comments from the meeting-leader or other participant; and/or invite comments/report from participants. In either case, be clear about time limitations.

	Discussion of core 
issue(s) or tasks
	Manage a well-balanced discussion across the group about the core issue or task, recording notes, ideas, and questions.

	Idea development
	Brainstorming of ideas can be highly effective in generating raw material for later more detailed analysis and planning. Try to focus the process on a clearly defined issue or question, perhaps separating out four or five areas where ideas and inputs are needed. For example:

What are the major obstacles we need to address?

Where do our greatest opportunities lie?

What are the key questions that customers will be asking?

How can we overcome sales-force resistance to the regional structure?

What steps could we take to help make the merger succeed?

	Clarification, consolidation and structure
	The next step following brainstorming is to organize and classify the ideas, eliminate redundancy and group like with like. This summarized material provides the starting-point for building operational plans.

	Q&A
	Allow time for questions and issues. This Q&A can be a useful planning tool since it can identify likely obstacles and concerns that will need to be addressed.

	Discuss communication beyond the meeting
	It’s important to take a few minutes to agree on how the group should communicate about the issues back in the workplace – i.e., how managers will deal with questions from their own teams. Agree on clear and consistent messaging.

	Next steps
	Agree on action items, timelines, and assign responsibility. If you need more time to define a plan of action, establish a time to continue the meeting.

	Assessment of the meeting
	Briefly evaluate the meeting process, allowing people to provide feedback on what worked well and ways to improve future meetings.


Resource 4: Meeting process - PowerPoint template

	To open and edit the slides

Right-click the icon below; select Presentation Object; then select Open. Or double-click on the icon


Using this resource 
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This PowerPoint deck provides a generic starting-point to guide your meeting. The slides offer a very simple and straightforward structure for you to modify to meet the needs and issues of your meeting.

The slides are shown below in thumbnail  form simply to indicate the nature of the content. If you want to use them, open the source PPt file that is embedded on this page (to the right of this paragraph). 
	
[image: image1.emf][Title of meeting]

[Name of sponsor]

[Date]

For guidance on working with PowerPoint and reformatting slides, click on 

Help, then Microsoft PowerPoint Help, and type into the dialog box a word 

or phrase describing what you want to do. Click on Search and a set of 

choices will be displayed. Use these to locate the help you need.

For guidance on working with PowerPoint and reformatting slides, click on 

Help, then Microsoft PowerPoint Help, and type into the dialog box a word 

or phrase describing what you want to do. Click on Search and a set of 

choices will be displayed. Use these to locate the help you need.

These slides are designed to provide a starting-point as you develop your own material. Change the 

structure, the content and the flow as appropriate to the topic of your meeting. 

You can add any detailed information that needs to be presented, in the form of text, tables or charts. 

Adding a corporate or organizational logo to the title slide can add visual interest and focus. Other visuals 

such as relevant cartoons or other images will also make the material more interesting and useful.

In the Notes area of PowerPoint you can add talking points and other notes for yur own use while 

presenting.

Guidance notes such as this one are included in some of the earlier slides in this template. These are 

designed to help those with relatively little experience using PowerPoint, and provide guidance on utilizing 

basic features of the program to adapt the material – including, of course, the Help system. You will, of 

course, delete these before using the slides. And If you are an experienced PowerPoint user you won’t 

need this content and can delete the notes immediately.

These slides are designed to provide a starting-point as you develop your own material. Change the 

structure, the content and the flow as appropriate to the topic of your meeting. 

You can add any detailed information that needs to be presented, in the form of text, tables or charts. 

Adding a corporate or organizational logo to the title slide can add visual interest and focus. Other visuals 

such as relevant cartoons or other images will also make the material more interesting and useful.

In the Notes area of PowerPoint you can add talking points and other notes for yur own use while 

presenting.

Guidance notes such as this one are included in some of the earlier slides in this template. These are 

designed to help those with relatively little experience using PowerPoint, and provide guidance on utilizing 

basic features of the program to adapt the material – including, of course, the Help system. You will, of 

course, delete these before using the slides. And If you are an experienced PowerPoint user you won’t 

need this content and can delete the notes immediately.
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Agenda

■ Goals for this meeting

■ Expectations

■ Progress report

■ Update and input

■ Ideas and solutions

■ Questions and issues

■ Communicating with our teams

■ Next steps

■ Assessment of this meeting

When your slides are completed you can use PowerPoint to generate an 

updated Agenda slide. Click on View then Slide Sorter. Select slides by 

holding down the Ctrl key and clicking the slides you want (or by clicking 

Edit, then Select All). Then click the Summary Slide icon on the Slide 

Sorter toolbar.

When your slides are completed you can use PowerPoint to generate an 

updated Agenda slide. Click on View then Slide Sorter. Select slides by 

holding down the Ctrl key and clicking the slides you want (or by clicking 

Edit, then Select All). Then click the Summary Slide icon on the Slide 

Sorter toolbar.

Summary Slide icon:
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Goals for this meeting

■ Bring the team up to date on progress and plans 

■ Gather input on business issues and needs

■ Develop an initial strategy for communicating with key 

audiences, including customers, stockholders and 

employees

■ Begin to compile questions and issues to be 

addressed in next week’s planning workshop

■ Discuss how to communicate now with our own teams 

■ Decide on immediate action steps and responsibilities 

To change or update the footer, click on View, then Header and Footer. A 

dialog box will appear displaying options on date, page numbering and any 

text that you want to include in the footer – such as the name of the 

meeting; or of your organization. Enter that data and then click Apply to All 

(or Apply if you only want the changes to be made on the current slide)

To change or update the footer, click on View, then Header and Footer. A 

dialog box will appear displaying options on date, page numbering and any 

text that you want to include in the footer – such as the name of the 

meeting; or of your organization. Enter that data and then click Apply to All 

(or Apply if you only want the changes to be made on the current slide)
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Expectations

■ Work collaboratively and openly to develop

plans to address issues raised by the changes

■ Ensure that everyone gets a chance to offer opinions 

and express ideas

■ Listen to all input and ideas – including bad news

■ Identify problems and challenges, but also look for 

solutions and action steps 

■ Stay on track and recognize that some subjects can’t 

be dealt with at this session

■ Commit to carry out agreed follow-up work and 

continued collaboration
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Progress report

■ [to be developed by meeting sponsor]
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Update and input

■ From each organization represented here:



Brief status report (3 minutes)



Key issues and concerns (2 minutes)



Recommendations and requests (2 minutes)



Discussion (8 minutes)

■ Following the input, group summarizes and prioritizes 

major issues and needs
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Ideas and solutions

■ Brainstorm approaches to resolve the issues and 

address the high priority needs

■ Group and organize the ideas

■ Identify the highest priorities in each category

■ Begin to form the ideas into an action plan, including:



Major actions to be taken



Responsibilities



Timing



Resources needed



Processes to integrate and align the work

■ Determine next steps – e.g., prepare initial draft; 

circulating among team for review; further meeting

■ Identify others to be consulted and/or involved
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Questions and issues

■ Pick up on the work in the last segment –

clarify/expand the list of questions and issues

■ Begin to formulate responses and/or to identify 

individuals who should prepare the responses



Some of these may be outside of this group



Determine who will contact them with the request for input

■ Agree on who will compile a draft Q&A resource

■ Discuss steps for review, revision, deployment and 

updating


	
[image: image9.emf]10/20/2007 9

Communicating with our teams

■ Discuss what to say to whom, and when

■ Reach agreement on the extent to which information 

can be shared at this stage

■ Develop a consistent and workable approach
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Next steps

■ Document who will do what, and when

■ Agree on future meetings

■ Confirm other people and resources to be engaged in 

the process

■ Other actions or questions?
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Assessment of this meeting

■ Plus (+)



What did you like about the session?



What should we repeat and/or build on?

■ Delta (Δ)



What didn’t you like about the session?



What would you change?

■ Comments



Any other observations or ideas?
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That’s it…

■ Many thanks – and see you next time




Resource 5: Tactics for managing discussion

Using this resource 

This resource includes tools to help you managing discussion during the meeting, including a checklist for assessing progress, and tactics for managing negative behaviors. 
	Assessing meeting progress – checklist

	(
	Am I getting input from everyone?

	(
	Has someone with important knowledge or experience not contributed much?

	(
	Is the time being used effectively – are we making progress?

	(
	Are we remaining pretty much on topic, without many digressions?

	(
	Do we need a break?

	(
	Is a good set of notes being taken?

	(
	Have new issues arisen that need to be addressed?

	(
	Are we keeping track of issues set aside for now but that will need to be addressed later?

	(
	How do the participants feel about the progress of the meeting?

	Discussion behavior
	Tactics for the meeting-leader

	Introducing digressions about other issues or concerns
	“This is important and I appreciate that you’ve raised it – but I think it’s a separate matter and we need to stay focused on [topic].” 

You might verify this by seeking comment from others. Also reassure the person that their issue will be noted and addressed at a later time.

	Focusing on personal issues 
	“I understand your concern, but perhaps you need to address this with your manager – it’s not within the scope of what we’re here to do…”

	Consistently objecting or resisting without offering positive suggestions
	“It’s good that we’re hearing every point of view here, but I’d like to hear more about ideas that might work – or ways of making the existing approach more effective. 

Can you give us some ideas about how you’d address the issue?”

	Displaying negative attitudes without expressing an issue or problem
	You may choose to address this privately – on a break, or you try to deal with it head-on. Interjecting some humor might help to lighten the mood and open up discussion.

“We haven’t heard from you yet, but it looks like you’ve got some concerns. It would be very helpful if you’d share your thoughts.”

	Making lengthy and irrelevant contributions that slow down the process
	“Sorry to step in here, but we’ve got very limited time and need to move along. We need to make sure everyone has the opportunity to contribute their ideas…”

	Dominating the discussion when others want  to contribute
	[As above]

If a direct approach doesn’t work, you can try restricting the free-flow and instead inviting people to speak in turn, going around the table.

	Showing a reluctant to talk


	You might be able to prompt with questions or encouragement. Or use a break to invite the person to share their thoughts with you privately.

“You’ve been very quiet but I’m sure you have experiences that would be very valuable for the group…”
“We’d really like to hear your take on this …”

	Offering good ideas – but ones that don’t align with the consensus
	Explore the difference of opinion. Ask probing questions of the person and the group to open up ideas around the issue and assess the validity of the individual’s point of view.

	A sense that some important issues haven’t been addressed


	“Am I missing something – is there an issue that we haven’t covered or that nobody has mentioned…?”

 “I’d like us to leave the session feeling we’ve covered the most important and relevant bases – what might we have missed?”

 “Does anyone have any final thoughts they want to add?”


Resource 6: Logistics checklist 

Using this resource

Start planning the logistics of the meeting by reviewing this checklist and making notes of ideas, tasks and responsibilities.

	Item
	Notes
	Example

	Issue or topic
	How the meeting will be referred to
	Customer service improvement

	Date(s) 
	
	March 10, March 17 and (if necessary) March 24

	Location
	
	Corp HQ; 5th floor conference room

	Purpose
	Why the meeting is happening
	Build plans for Q2 initiative to respond to customer concerns around packaging changes

	Sponsor(s)   
	Individual and/or organization
	VP Sales & Marketing

	Meeting leader
	Individual
	[Name]

	Planning team
	Roles and responsibilities 

Membership

Support (e.g., manager communications)
	Team will build an agenda, consult with participants ahead of the meeting, gather additional data as needed and handle logistics [List names]

	Budget
	Amount

Cost recording and management

Expense codes or other guidance to attendees
	[Budgeted amount]

Charge code for travel and incidental expenses: [provide]

	Attendees 
	Number

Roles in the organization

Purpose in attending

Priority in attending 
Selection-identification criteria and process

Responsibilities at the meeting

List or database

Timing of invitations and acceptances

Others to be notified (e.g., managers of
attendees)
	Approximately 12 people
Division Sales Managers (must attend)

Division  Controllers (must attend)

VP (must attend)

Key support staff as designated by other attendees – to be confirmed by [meeting leader] to ensure that numbers remain manageable

Invitation memo to go by [date] under VP signature

Memo to line managers and others will be sent at the same time

	Speakers and facilitators
	External resources

Travel and accommodations

Expenses

Equipment and other support needs

Presentation materials (e.g., PowerPoint, other visuals, handouts)
	No external participants
Meeting-leader to develop PPt overview of the issues and to guide the meeting process



	Facilities planning


	Meeting rooms – main and breakout

Accommodations

Meals and refreshments

Transportation

Equipment – screens, projectors, flip charts, notepads, pens, pointers, audio and audio-visual,

Communications – phones, network access, deliveries, fax, message handling and delivery
	

	Follow-up


	Meeting summary

Decisions and next steps

Other process support

Communication with others (i.e., those not attending the meeting)
	Meeting-leader will provide
VP to provide managers and others with progress report after each session

	[other]
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� George Harrison


� From MindJet™.


� Of course, this discussion may reopen some of the earlier points. Your knowledge of the people present will guide you on how much time you want to allow for this. Just keep an eye on the clock.


� This simple but powerful method is known as the “Plus-Delta” approach


� For example, more time may be needed to address a specific issue of concern and you need to take time out of another part of the meeting. It is generally better to adjust the schedule and let people know why, than to overrun and risk upsetting people who are focused on another part of the discussion. As in many other aspects of meeting leadership you will always be making compromises on the use of time. Paradoxically, moving the group faster than its apparent natural pace, and enforcing time limits, will be appreciated even though resisted.





www.changestart.com | Making meetings work v2.0.doc
© 2011 ChangeStart, Inc. All Rights Reserved.


[image: image16.emf]meeting slides  template

_1254312871.ppt


Progress report

		[to be developed by meeting sponsor]
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Communicating with our teams

		Discuss what to say to whom, and when

		Reach agreement on the extent to which information can be shared at this stage

		Develop a consistent and workable approach
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Assessment of this meeting

		Plus (+)

		What did you like about the session?

		What should we repeat and/or build on?

		Delta (Δ)

		What didn’t you like about the session?

		What would you change?

		Comments

		Any other observations or ideas?
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[Title of meeting]

[Name of sponsor]

[Date]

For guidance on working with PowerPoint and reformatting slides, click on Help, then Microsoft PowerPoint Help, and type into the dialog box a word or phrase describing what you want to do. Click on Search and a set of choices will be displayed. Use these to locate the help you need.

These slides are designed to provide a starting-point as you develop your own material. Change the structure, the content and the flow as appropriate to the topic of your meeting. 

You can add any detailed information that needs to be presented, in the form of text, tables or charts. Adding a corporate or organizational logo to the title slide can add visual interest and focus. Other visuals such as relevant cartoons or other images will also make the material more interesting and useful.

In the Notes area of PowerPoint you can add talking points and other notes for yur own use while presenting.

Guidance notes such as this one are included in some of the earlier slides in this template. These are designed to help those with relatively little experience using PowerPoint, and provide guidance on utilizing basic features of the program to adapt the material – including, of course, the Help system. You will, of course, delete these before using the slides. And If you are an experienced PowerPoint user you won’t need this content and can delete the notes immediately.













Agenda

		Goals for this meeting

		Expectations

		Progress report

		Update and input

		Ideas and solutions

		Questions and issues

		Communicating with our teams

		Next steps

		Assessment of this meeting















Goals for this meeting

		Bring the team up to date on progress and plans 

		Gather input on business issues and needs

		Develop an initial strategy for communicating with key audiences, including customers, stockholders and employees

		Begin to compile questions and issues to be addressed in next week’s planning workshop

		Discuss how to communicate now with our own teams 

		Decide on immediate action steps and responsibilities 



To change or update the footer, click on View, then Header and Footer. A dialog box will appear displaying options on date, page numbering and any text that you want to include in the footer – such as the name of the meeting; or of your organization. Enter that data and then click Apply to All (or Apply if you only want the changes to be made on the current slide)













Expectations

		Work collaboratively and openly to develop

plans to address issues raised by the changes

		Ensure that everyone gets a chance to offer opinions and express ideas

		Listen to all input and ideas – including bad news

		Identify problems and challenges, but also look for solutions and action steps 

		Stay on track and recognize that some subjects can’t be dealt with at this session

		Commit to carry out agreed follow-up work and continued collaboration















Progress report

		[to be developed by meeting sponsor]















Update and input

		From each organization represented here:

		Brief status report (3 minutes)

		Key issues and concerns (2 minutes)

		Recommendations and requests (2 minutes)

		Discussion (8 minutes)

		Following the input, group summarizes and prioritizes major issues and needs















Ideas and solutions

		Brainstorm approaches to resolve the issues and address the high priority needs

		Group and organize the ideas

		Identify the highest priorities in each category

		Begin to form the ideas into an action plan, including:

		Major actions to be taken

		Responsibilities

		Timing

		Resources needed

		Processes to integrate and align the work

		Determine next steps – e.g., prepare initial draft; circulating among team for review; further meeting

		Identify others to be consulted and/or involved















Questions and issues

		Pick up on the work in the last segment – clarify/expand the list of questions and issues

		Begin to formulate responses and/or to identify individuals who should prepare the responses

		Some of these may be outside of this group

		Determine who will contact them with the request for input

		Agree on who will compile a draft Q&A resource

		Discuss steps for review, revision, deployment and updating















Communicating with our teams

		Discuss what to say to whom, and when

		Reach agreement on the extent to which information can be shared at this stage

		Develop a consistent and workable approach















Next steps

		Document who will do what, and when

		Agree on future meetings

		Confirm other people and resources to be engaged in the process

		Other actions or questions?















Assessment of this meeting

		Plus (+)

		What did you like about the session?

		What should we repeat and/or build on?

		Delta (Δ)

		What didn’t you like about the session?

		What would you change?

		Comments

		Any other observations or ideas?















That’s it…

		Many thanks – and see you next time
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Expectations

		Work collaboratively and openly to develop

plans to address issues raised by the changes

		Ensure that everyone gets a chance to offer opinions and express ideas

		Listen to all input and ideas – including bad news

		Identify problems and challenges, but also look for solutions and action steps 

		Stay on track and recognize that some subjects can’t be dealt with at this session

		Commit to carry out agreed follow-up work and continued collaboration
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That’s it…

		Many thanks – and see you next time
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Next steps

		Document who will do what, and when

		Agree on future meetings

		Confirm other people and resources to be engaged in the process

		Other actions or questions?
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Ideas and solutions

		Brainstorm approaches to resolve the issues and address the high priority needs

		Group and organize the ideas

		Identify the highest priorities in each category

		Begin to form the ideas into an action plan, including:

		Major actions to be taken

		Responsibilities

		Timing

		Resources needed

		Processes to integrate and align the work

		Determine next steps – e.g., prepare initial draft; circulating among team for review; further meeting

		Identify others to be consulted and/or involved
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Questions and issues

		Pick up on the work in the last segment – clarify/expand the list of questions and issues

		Begin to formulate responses and/or to identify individuals who should prepare the responses

		Some of these may be outside of this group

		Determine who will contact them with the request for input

		Agree on who will compile a draft Q&A resource

		Discuss steps for review, revision, deployment and updating
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Update and input

		From each organization represented here:

		Brief status report (3 minutes)

		Key issues and concerns (2 minutes)

		Recommendations and requests (2 minutes)

		Discussion (8 minutes)

		Following the input, group summarizes and prioritizes major issues and needs
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Agenda

		Goals for this meeting

		Expectations

		Progress report

		Update and input

		Ideas and solutions

		Questions and issues

		Communicating with our teams

		Next steps

		Assessment of this meeting



When your slides are completed you can use PowerPoint to generate an updated Agenda slide. Click on View then Slide Sorter. Select slides by holding down the Ctrl key and clicking the slides you want (or by clicking Edit, then Select All). Then click the Summary Slide icon on the Slide Sorter toolbar.

Summary Slide icon:
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Goals for this meeting

		Bring the team up to date on progress and plans 

		Gather input on business issues and needs

		Develop an initial strategy for communicating with key audiences, including customers, stockholders and employees

		Begin to compile questions and issues to be addressed in next week’s planning workshop

		Discuss how to communicate now with our own teams 

		Decide on immediate action steps and responsibilities 



To change or update the footer, click on View, then Header and Footer. A dialog box will appear displaying options on date, page numbering and any text that you want to include in the footer – such as the name of the meeting; or of your organization. Enter that data and then click Apply to All (or Apply if you only want the changes to be made on the current slide)
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[Title of meeting]

[Name of sponsor]

[Date]

For guidance on working with PowerPoint and reformatting slides, click on Help, then Microsoft PowerPoint Help, and type into the dialog box a word or phrase describing what you want to do. Click on Search and a set of choices will be displayed. Use these to locate the help you need.

These slides are designed to provide a starting-point as you develop your own material. Change the structure, the content and the flow as appropriate to the topic of your meeting. 

You can add any detailed information that needs to be presented, in the form of text, tables or charts. Adding a corporate or organizational logo to the title slide can add visual interest and focus. Other visuals such as relevant cartoons or other images will also make the material more interesting and useful.

In the Notes area of PowerPoint you can add talking points and other notes for yur own use while presenting.

Guidance notes such as this one are included in some of the earlier slides in this template. These are designed to help those with relatively little experience using PowerPoint, and provide guidance on utilizing basic features of the program to adapt the material – including, of course, the Help system. You will, of course, delete these before using the slides. And If you are an experienced PowerPoint user you won’t need this content and can delete the notes immediately.


















