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Top Ten Tips for Effective Meetings

How often have you heard yourself or others commenting, or even complaining, "I spend all my
time in meetings and there’s never enough time to do what | agreed to do in the meeting.”?
Meetings are a necessary part of our professional lives. They’re not going away, but we can learn to
manage them better. Below are just some of the many tips | discuss with leaders who are looking
for solutions to running more effective meetings.

1. Is there a real purpose to the meeting?

Yes, meetings are one of the most effective ways of sharing information and organising actions.
However, not all meeting organisers are that clear about their purpose for the meeting and what
the measure outcomes need to be. Start here, examine what's required and then determine if a
meeting is the best way of achieving it. In some cases, a series of phone calls and face-to-face
conversations with individual stakeholders may be the best approach versus hosting a meeting of
numerous stakeholders. Understand the primary purpose of the meeting, and although there may
be secondary purposes, try not to cram too much into a single agenda. Chances are you won't get
through it all, and then the feelings of ineffectiveness may continue or worse, increase. Simplicity
and clarity of purpose are critical.

2. Have you included the necessary stakeholders and what do each of them
want to achieve?

You may be clear about what you want to achieve with the meeting, but what about the other
stakeholders? Everyone will be coming to the meeting with a different “framework” or perspective
and needs they're operating from. Sometimes we refer to this as the individual’s agenda. It may be
helpful to be clear about who needs to be there based on their needs and who needs to be there
based on the project or purpose needs overall. As you consider each person to invite, it may be
helpful to contact them personally and discuss the purpose of the meeting from yours and their
perspective, and then agree about their attendance or how you'll update them of the appropriate
outcomes if they don’t attend. As the meeting organiser, this is ultimately your responsibility, even
if you delegate someone else to various tasks associated with it.
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3. What is the accountability to the outcomes of the meeting?

Is there an agenda prepared in advance? Do the participants know what to prepare for, what to
expect to be discussed, and what decisions they will be asked to make? Meetings need outcomes,
and the best outcomes are those that are measurable. Who is going to do what, when, why is this
important, and what are the ramifications if it's not completed within the required (or promised)
specifications? Time and time again we see recurring meetings where particular stakeholders
advise that they haven’t completed their commitments from the last meeting. Be clear about how
you want to handle these situations both privately with the individual and publicly within the
subsequent meetings.

Also within this point is being clear about how you'll manage the situation where key stakeholders
advise last minute they can't make the meeting due to other priorities. It can be quite easy for some
to simply not be reliable to attend meetings, which can greatly reduce the effectiveness of the
event. These situations may involve one-on-one conversations with the individual around the
topics of commitment, priority, responsibility and buy-in to the process (the “what's in it for me?”
conversation).

4. What could you accomplish if the meeting was scheduled for half the
time?

When planning your meeting for an hour, imagine what you would have to do differently to achieve
the same results if you only had half an hour. What different behaviours would you demonstrate
before the meeting in terms of briefing the participants and preparing them for the event? What
would you do differently facilitating the meeting? And what follow-through behaviours would you
put into practice afterward to ensure the outcomes and commitments are being met? Now
consider that those behaviours for the half-hour meeting may also be suitable for the hour meeting
to be more effective. Give it a try even if you have all the time in the world. The other participants
who have tighter schedules than you may thank you for it.
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5. Are you using technology effectively and for the right reasons?

Most of us have heard the term, “Death by PowerPoint”. Do you engage in this meeting killer
practice? If so, you may wish to consider seeking out a coach or trainer to assist with presentation
effectiveness skills. Do you use phone and web conferencing effectively? If the technology isn't up
to scratch, and/or the quality of the connection is poor, these technology issues become a
distraction for the facilitator and the participants and it makes it extremely difficult to focus on the
purpose of the meeting. Consider running mock events to test the technology, and then improve
the system, before using it on the real participants.

Also consider that not all of your participants may be as comfortable with technology as you are. Be
sure to spend the time to get the individuals comfortable with the use of the system before
throwing them into the meeting. Otherwise, those individuals may be more focused on their
frustration with technology and therefore not fully “present” to participate.

6. Is there an effective leader, facilitating the meeting? Maybe someone
not emotionally linked with the outcome? Maybe rotate the chair?

Some leaders are great visionaries, but not necessarily great organisers. If this is you, are you
willing to relinquish the chairing of the meeting, and instead provide the opening vision? Is there an
experienced and successful meeting facilitator within your team that you can hand this crucial role
overto? You are not losing face in taking this opportunity, but instead may be inspiring others to do
the same for their own meetings. Outsource the organisation to the most qualified. You may also
wish to consider rotating the chair of the meeting so that the entire team can learn these
effectiveness skills. Atthe end of the day, you'll never be short of effective meeting leaders.

7. Are you asking for commitments and timeframes? What about the 24
hour rule?

One of the biggest shortcomings we find in meetings is the lack of commitments being
documented and then followed through and measured at the next meeting. Each participant, and
at the very least the chair of the meeting, needs to have the authority to challenge the stakeholders
to make real commitments with real time frames attached.
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The “24 hour rule” is that for when agreeing to a course of action for an objective, if the individual
commits to and accomplished the first task with 24 hours, they will then double their chance of
success at the overall objective, as compared to those who don't commit to something in that
timeframe will then reduce their overall chances of success.

Consider this exercise: Schedule a one hour meeting, but you know you only need half an hour.
When the agenda is worked through in 30 minutes, advise the participants that the remainder 30
minutes they had scheduled for this meeting is now to be dedicated to accomplishing the first
step(s) of the commitments they've made today. Everyone leaves the meeting and immediately
takes action.

8. How do you manage excuses and “problems” and keep the group
solution and action focused?

We've all experienced meetings that seemed to be more of a whinge session than an effective
meeting. In rare instances, that may even be the purpose of the meeting. But the majority of
times, there is a real opportunity to move past the excuses and get solution focused. There are two
primary ways of addressing this:

At a group level, you can set the solution-focused expectation and demonstrate the necessary
behaviours to challenge excuses, ask for options and gain commitments to action. As excuses pop
up, challenge the team equally with the individual to come up with a solution. You have a choice of
calling the individual up on their excuses-focused behaviour in the presence of the group or not.
Depending on the environment and culture of the group, either choice can be an effective strategy.

At an individual level, you can privately challenge and coach individuals who are not demonstrating
effective behaviours. Sometimes it's about an attitude shift from seeing “problems” to seeing
“opportunities.” If you don’t feel you have the necessary skills to coach someone around this
concept, who can you engage to assist? The foundation for this must be the intent to support the
individual to grow versus a performance management framework.
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9. Get yourself invited to a meeting run by someone known for their
effectiveness and learn from them.

There are experts all around us. Are you utilising their knowledge and skills effectively? Not every
leadership skill has a classroom solution to it. Sometimes we need to explore who's great at
something, and then be open and brave enough to ask for their assistance and mentoring, even if
that person is at a lower position in the organisation than you are. You set a great example to
others by doing this, and in many cases you are extending a great compliment to the person with
the skills you wish to learn from, by recognising their strengths and expertise.

10. What change would occur if you removed all the chairs from the
meeting room?

The Japanese have learnt a great lesson in facilitating meetings in rooms without chairs. Everyone
must stand up and get through the agenda in record time. If the meeting is dragging out, the
physical discomfort the participants go through may encourage them to advance the course of the
meeting. There are pros and cons to this approach as you can imagine, but do you also see how
there may be parts of this style that might provide benefit to some of your meetings? Is it worth a
try?

Disclaimers and Other Important Information

High Ideals Pty Ltd is committed to ensuring that all of our services, products and information we
share is foremost designed and delivered in a manner which has the potential to support others.
Our values are focused on giving, being supportive and making a positive difference in the world.
We are also dedicated to ensuring that we are at all times ethical demonstrating integrity at all
levels. Therefore this Disclaimers page is necessary to provide clarity on a number of key points, as
follows:

o AllHigh Ideals Pty Ltd documents are for information purposes only.
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o Clients and all who read these documents are responsible for their own decisions and High
Ideals Pty Ltd will never provide advice or direct you what to do. Our services include sharing
these resource documents, which are focused on assisting clients to raise their own awareness,
by which they can make their own decisions and be responsible for their own actions. It is the
responsibility of anyone who receives an High Ideals Pty Ltd resource document, whether they
are a direct client of ours or were forwarded this document from a third party, to read our full
terms and conditions available on our website:
www.high-ideals.com

o The client and/or reader of this document are responsible for engaging in their own research,
further reading, and exploration. This document is simply an information sharing starting point
only.

o All of our High Ideals Pty Ltd personnel and members can contribute to our Resource Library,
and share the responsibility for writing all of these documents. As a collective, we have a huge
range of backgrounds and areas of expertise. We also take great care when sharing information
to ensure it is accurate, useful and a product of sound research as well as our own personal and
professional experience. Therefore many of our comments are born out of our many years of
experience in a large number of areas of endeavour or interest and the successes of our clients is
the evidence behind these strategies and techniques. If we are providing personal opinion, we
make that clear, and take care to validate why and/or how this personal opinion may be useful
in the total picture of self exploration of the client/reader. When we do share personal opinion,
it is typically in the form of sharing from our relevant experience, ideas of strategies we feel may
be helpful, and potentially have been helpful for us personally. Personal opinion never includes
giving advice or providing specific direction to the client/reader. If we are referencing the work,
thoughts or opinions of others, we also make that clear and give full attribution and
acknowledgement to those other sources of information. We also share our validation for why
we feel this information may be of benefit to the client/reader.

o We adhere to the Harvard Referencing System in providing reference information and
acknowledgement for all books, websites and other information sources. We are continually
updating our documents to match this standard. If you ever notice a reference which you feel
does not meet this standard, please let us know by writing to info@high-ideals.com with this
feedback so we can attend to it immediately.
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High Ideals Pty Ltd never makes any endorsement or recommendation of any websites, books,
companies, products or services. Instead, we provide ideas for the client/reader to explore
certain websites and books in particular. We review and carefully select which websites and
books we feel may have some potential value to our clients/readers. Then, when we raise these
ideas with the client/reader, we also provide our justification for why we feel the idea may have
some merit. For example, if we raise the idea to the client/reader to explore a particular
website, we will indicate what it is about that website which we feel has the potential to be
useful to the client/reader. It is then the responsibility of the client/reader to make the final
assessment as to whether or not it is actually useful.

We also take no responsibility for the content of any website other than High Ideals Pty Ltd.
We cannot control the accuracy, security or technical performance of any website other than
our own. Similarly, we have no control over the content of any books we raise ideas for
exploration about, or the availability of those books. It is the total responsibility of the
client/reader to determine whether this information is for them to pursue further.




