HOW TO RUN A MEETING

There are two reasons for having a meeting; the first is to share information that is best disseminated in that venue due to the sensitivity or newness of the information. The second is to gather information from others related to one or more issues.

When scheduling a meeting, it is important that you realize you are taking away valuable production time, therefore, ask yourself is this is necessary. Are there other ways to communicate effectively without disrupting the work schedule. If not, then review these questions.

Who should be in attendance? What is their value to the objectives of the meeting?

What do you want to get out of the meeting? What is your objective and what will be your action plan following the meeting?

An agenda or notice should be sent in advance of the meeting for several reasons. If someone will have responsibility for any part of the meeting, this will be their notice to be prepared. It also will get everyone on the “same page” as to the content, location, and times of the meeting.

If it is a Staff meeting, you may want to include items from the Staff and allocate time for each. This will also give you time to decide if the issue could be better discussed one on one or in smaller groups. Only those directly related to the issue need to be there.

If it is a large Staff and some of the material affects all, assure that those items come first. When it gets to the specialized areas, those not affected could leave and not tie everyone up.

To operate meetings effectively, there are certain dynamics which determine the outcomes. To grow personnel in operating meetings, assign the responsibility of chairing a recurring meeting on a rotational basis. Even if you are the department supervisor, train everyone to prepare the agenda by asking for input from all members. Reviewing the needs, determining if they belong in the meeting, and assigning distinct times to each item.

At the meeting itself, the chairperson should assign a timekeeper to assure you keep on track. Ground rules agreed upon by the group should be posted and reviewed before each meeting. The only time you can vary from these or the time allowed is by agreement of the group. If you have allocated 15 minutes for discussion on an item, that is all there is. The timekeeper will let the group know that there is ten minutes left, or five minutes left.

At the end of the meeting, all present will rate the meeting by going around the room and giving a score of one to ten on the flow of the meeting. A ten being high and one being low. Once all have voted, you go around the room again and each person will say why they voted the number.  For example, I may have voted the meeting a 6. When it came back to me to say why, I might respond with “I only rated it a six because John took half the time to discuss something that was not relevant to the discussion, and no one  stopped it from going there, myself included”. All participants therefore, are training each other to stick to the script, give each other feedback, and be better at using the time wisely.

All of this has to take the form of training in advance so that everyone understands the concept. After two or three meetings, most groups improve dramatically and appreciate being able to accomplish their objectives without dragging meetings out forever with no appreciable results.
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