ed to yourself that your
m caused much of the
t “bought cheap” (low-
ice contract). Carefully
t extent—if at all—you
iin your letter.

How to Arrange and Conduct
Effective Meetings

Meetings: Where you go to learn how to do better the things you already know how to do anyway, but
don’t have time to do, because of too many meetings.

—Anonymous

CHAPTER OBJECTIVES

® Characterize various types of meetings by the purposes for which they are held.

®  Provide guidelines for determining the need for a meeting and for preparing to conduct an
effective meeting.

m  Offer suggestions for leading a meeting in such a way as to obtain maximum benefits from the
process while consuming the least possible amount of the valuable time of those attending.

m  Place meetings in general in perspective as an often misused but potentially effective

management tool,

KEY TERMS

¥

m  Correctly run meeting—no participant should leave without a full understanding of the:.
decisions made, the actions to be taken, the people responsible for implementation, andfghe&
timetable for implemnentation. ok

m Videoconferencing—a practice that permits peaple at two or more locations to interact by
way of two-way video and audio transmission, enabling the conduct of meetings involving,
participants located some distance from each other. e

R
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» For Consideration:
The Conference

This is about a conference involving the fol-
lowing five people:

1. Dan Andrews, administrative assis-
tant. He functions in a staff capacity
and has no direct employees except
for his secretary, Susan. One of his
assignments is a long-term project
intended to determine some of the
reasons for employee turnover. He
called the meeting approximately
10 days ago. Two of the other peo-
ple in attendance he notified by
telephone, and the other two peo-
ple he invited in person.

2. Harry Robertson, human resources
director.

3. Jane Dawson, director of nursing
service.

4. Arthur Morey, director of environ-
mental services.

5. Arlette Wilson, director of food
service.

The meeting was scheduled for 1:00 p.m. in
Andrews's office. Andrews returned from lunch
at 1:08 p.M. to find Robertson and Wilson there
waiting for him. At 1:12 pM. Dawson entered
and Andrews said, “Id like to get started, but
where’s Morey?”

“I don’t know;” somebody answered.

Andrews dialed a number and received no
answer. He then dialed the switchboard and
asked for a page. A moment later a call came in
and Andrews spoke briefly with Morey.

Turning from the telephone Andrews
said, “He forgot. He'll be here in a minute”

“Dan, I wish you had a larger office or a bet-
ter place to meet,” said Dawson. “I don’t know
how we're going to it another person in here”

“T know it’s small,” Andrews answered,
“but both conference rooms are tied up and I
couldn't find another place. Say, holler out to

Susan and tell her to find another chair—we're
going to need it”
Arlette Wilson said, “Dan, can you open
your window a little? It’s already stuffy in here’
Dan responded by opening the window a
few inches. Then the environmental services ‘
director entered, squeezing into the office with
the chair that had just been located. It was
1:18 M.
Andrews said, “I guess we can get started
now” He shuffled through a stack of papers
before him and said, “I've got a copy, if I can,
ah—oh, here it is—of a recent turnover sur-
vey done by the human resource directors in
the eastern region” Looking at Robertson he
asked, “T assume you have this?”
“Yes, I have it. There’s a copy in my office,
but [ didn’t know I needed to bring it with me”
Andrews said, “Well, I think what we can
get from this thing is —”
The nursing director interrupted, “Dan,
wouldn't it be better if we all could see it? Then
you could go down it point-by-point” X
Dan said, “I guess you're right. I just have
this single copy” He turned toward the door
and hollered, “Susan, can you come here a
minute?”
Susan entered and Dan instructed her to
run four copies of the survey at once.
Turning back to his pile of papers Dan
said to the group in general, “The last time
we got together there were a number of things
we decided to look for. I don’t remember just
what we assigned to whom, but I've got it here
somewhere.” m,,
For a half-minute or so Dan leafed through
the papers before him. Then he turned to the
file drawer of his desk and began to go through
folders.
While Dan was looking, Jane Dawso
turned to Robertson and said, “Say, what'
have you been doing about finding that new
in-service instructor we need? We notifie
your employment section three weeks ago, and '
Eleanor is leaving in another week and we still
haven't had any candidates to interview”

Harry Robertson responded. His tone
sparked a defensive reaction and a lively dis-
cussion began.

. Andrews located the paper he was seek-
ing 'and Susan returned with the requested
phototopies. Andrews distributed the copies
and fixe{ his attention on the nursing director
and humip resource director as he waited for
. an opening\in their discussion, which was no
something bdtween a conversation and an argl-

ment. At approgimately 1:32 p.M. they manghed
 to return to the Ybject of employee turnoffer.

“Now, about\this eastern region slrvey,”
© Andrews began.

, Arlette Wilson syid, “What about the sur-

vey? 1 thought you whnted to staft with the

things we agreed to do\the last tifne we were

together”

: “Who cares,” said Robertfon. “Let’s just
get started.”

The nursing director loged at her watch
and said, “Wed better hurry'up\and get started
- and finished. I have a stafffneetiyg at 2:00 p.m”
The meeting settled flown td\a discussion
of the eastern region syfrvey and ¥e prelimi-
» nary data each person/had gathered since the
previous meeting. At/exactly 2 minules before
- 2:00 p.M., the nursink director excuse herself
to attend her meetfng. At 2:08 r.mM. Moley was
called over the paging system; he left Andyews’s
 office and did ngt return.

At 2:12 pfr. Andrews said he felt they
 had tentativelf decided on their next step Byt
required sorjle input from the two parties whd
had already/left. He then started to excuse the
other two participants with the suggestion that
they get bgether again after 2 weeks.
At that point Andrews’s telephone rang.
He anspvered it himself, his usual practice, and
alked/for some 4-5 minutes before return-
ing his attention to the two persons left in his
office. He said, “I guess that’s about it for this
“time around. I'll get back to you and establish
a time for the next meeting”

When the last of the participants had left,
ndrews’s secretary came into his office and
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¢ tell her to find another chair—we're
o reed it”

letie Wilson said, “Dan, can you open
indow a little? It’s already stuffy in here”
i 1esponded by opening the window a
ches. Then the environmental services
r entered, squeezing into the office with
air that had just been located. It was
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wdrews said, “I guess we can get started
¢ shuffled through a stack of papers
hir1 and said, “T've got a copy, if I can,
v here it is—of a recent turnover sur-
ne vy the human resource directors in
tern region.” Looking at Robertson he
T assume you have this?”

2s * have it. There’s a copy in my office,
dn't know I needed to bring it with me”
wdrews said, “Well, I think what we can
n this thing is —”

e nursing director interrupted, “Dan,
't it be better if we all could see it? Then
ud go down it point-by-point”

n said, “I guess you're right. I just have
'gle copy” He turned toward the door
llered, “Susan, can you come here a
v

san entered and Dan instructed her to
r copies of the survey at once.

rning back to his pile of papers Dan
th. group in general, “The last time
together there were a number of things
ded to look for. I don't remember just
¢ assigned to whom, but I've got it here
ner2”

“al-alf-minute or so Dan leafed through
ers before him. Then he turned to the
wer of his desk and began to go through

lile Dan was looking, Jane Dawson
to Robertson and said, “Say, what
u lieen doing about finding that new
ce instructor we need? We notified
ployment section three weeks ago, and
is ieaving in another week and we still
hac any candidates to interview”

Harry Robertson responded. His tone
sparked a defensive reaction and a lively dis-
cussion began.

Andrews located the paper he was seek-
ing and Susan returned with the requested
photocopies. Andrews distributed the copies
and fixed his attention on the nursing director
and human resource director as he waited for
an opening in their discussion, which was now
something between a conversation and an argu-
ment. At approximately 1:32 p.m. they managed
to return to the subject of employee turnover.

“Now, about this eastern region survey,’
Andrews began.

Arlette Wilson said, “What about the sur-
vey? I thought you wanted to start with the
things we agreed to do the last time we were
together”

“Who cares,” said Robertson. “Let’s just
get started”

The nursing director looked at her watch
and said, “Wed better hurry up and get started
and finished. I have a staff meeting at 2:00 .M.

The meeting settled down to a discussion
of the eastern region survey and the prelimi-
nary data each person had gathered since the
previous meeting. At exactly 2 minutes before
2:00 p.m., the nursing director excused herself
to attend her meeting. At 2:08 p.M. Morey was
called over the paging system; he left Andrews’s
office and did not return.

At 2:12 pM. Andrews said he felt they
had tentatively decided on their next step but
required some input from the two parties who
had already left. He then started to excuse the
other two participants with the suggestion that
they get together again after 2 weeks.

At that point Andrews’s telephone rang.
He answered it himself, his usual practice, and
talked for some 4-5 minutes before return-
ing his attention to the two persons left in his
office. He said, “I guess that’s about it for this
time around. I'll get back to you and establish
a time for the next meeting”

When the last of the participants had left,
Andrews’s secretary came into his office and

asked if they were finished with the extra chair.
Andrews indicated they were, and as Susan
removed the chair, Andrews thought gloomily
of how difficult it was to get anything done in
this hospital.

Instructions

At whatever point in the chapter you feel com-
fortable doing so, perform a detailed critique
of “The Conference” Make a list of points you
consider errors and omissions in the way this
meeting was arranged and conducted, and
indicate what positive steps could have been
taken to avoid each of the errors and omissions.

» “Let’s Schedule a
Meeting”

Whenever a meeting of any kind threatens
to land on your schedule, your first thought
should often be some consideration of
whether you can find a way to do without the
meeting. Not that you will always, or even fre-
quently, succeed in doing so, but the amount
of management time consumed by meetings is
more than enough to prompt us to ask of each
potential meeting: “Is this really necessary?”

Therefore, when a meeting looms, the
proper order of essential steps is (1) consider
possible alternate means of accomplishing
what the meeting would supposedly accom-
plish, and (2) having concluded that a meeting
is the best way to do what needs to be done,
then plan, schedule, and conduct the meeting
in such a manner that maximum possible out-
put is obtained with the least possible time and
effort.

Can a Meeting Be Avoided?

For the most part we decry the frequency,
number, and length of meetings, yet we con-
tinue to hold them and attend them in the
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same old ways. The majority of managers can

most unnecessary or questionable meetings

however, the ultimate responsibility for ar.y s 1) e bi

i be counted on to grumble about meetings, but ~ would have to be reckoned in terms of lost pro- cifj¢ decision usually resides with an individt ¢ hec
many of these managers’ true attitudes con-  ductivity. What would these people be doing |~ blen

cerning meetings are revealed through their ~ had they not been involved in a meeting? , <1 ably

behavior. Managers in fact range from those
who are action-oriented people and obvi-
ously impatient with the passiveness of most
meeting situations (after all, talking is not

Only when it is determined that a meeting
is indeed necessary should one be scheduled.
And once scheduled, it should be conducted in
such a way as to secure maximum value from

> Types of Meetings

Information Meetings

doing) to those who seem not to mind sitting  the time and efforts of the participants. The infformation meeting is held simplv 1 ,:ww

and talking for hours at a stretch. The latter the transfer of information. You have .on « rthe

probably includes more than a few to whom a thing tp pass along to others and you choc ¢ ~ctiv

schedule full of meetings is a measure of (self) V g an N@ﬂ:—m:.ﬂ F< to do this with a meeting rather than by so1 ¢ reco
importance. . other means. The basic purpose of any infi a1 dey

Before putting a meeting on the sched- ﬁO—:—:_.ﬂ.—”mm mation fneeting is to transfer information o1 (pe

: ule, determine whether the answers to a few the group, and in this setting the leader n.ay - ¢ Ome
simple questions might allow you to avoid the Meetings often represent the best available most or §ll of the talking. Although theic ¢ d - sior

meeting.

®m  Istheintended flow of information strictly
one-way, with people to be advised or

technique for arriving at joint conclusions
and determining joint actions. It is often pos-
sible to accomplish results in minutes that
would require hours, days, or weeks by other

usually qiestions and discussion for the sa
of clarifica¥on, ansfer of information
essentially one way.

pe:

; informed but no immediate feedback to means : Ty st
. ? i e . . i H : ne¢ tin
: be necessary? If so, nosm:.mon 05.9. means Meetings are also essential to consultative Discussion gmm.n_:ﬂm ¢ e
| such as letter, memo, voice mail, e-mail d icipative leadershi 1 int deci o n o ting
: . and participative leadership styles. Joint deci- The objective of a discussion meeting is ic
L message, bulletin board, or such, sions and actions take longer to formulate than i . g no el
: m  Is there a single, clearly defined topic and do unilateral decisions and edicts, since true mmzw- mm_.mmSmm: o mme&_ through ¢ Srom
; a limited number of people involved? Per- /o unication includin . discussion o m%ﬂm of information, ._mm 5 and opi therac
: haps you can personally contact three or and mmmw_umnw requires more ".E_M o o ions. M essence of the discusgion meetis to tfect
four people to solicit their input and then way communication, However, the extra time 15 E:w.n ange; the exchange of Mformatic t  ther
develop a recommendation that you com- . : i ’ ) must be established between and pmong : sol 2 pr
o . o . spent in meetings can represent a small price participants
. “ municate to them individually. (Voice : w ¢ der
. . i . to pay for the benefits afforded by an honest, )
mail has proven itself useful in reducing open, participative style te < on.
the numbers of calls and return calls in ; ’ cr e olon

this kind of process, and e-mail is simi-
larly useful.)

~m s the topic worth a meeting of its own?

Prevalent in business activities of all
kinds, in recent years meetings seem to have
become an even greater concern for their fre-
quency and complexity. Certainly the total

Directed Discussion

A directed discussion meeting mdy be appr.
priate when a conclusion, solutio, or decisic

M

. - . i ident. The conclusion h lready 1
Perhaps an issue that legitimately requires . . 15 evi asjalready bee
t and th d ined: vet it i . .
- a meeting can wait until it can be bundled ncwEN Bow\oam_m and t % mﬂm_ma% Enqmwmm determined; yet it is not simply being retay Alwo
ith oth. ) ; use ol employee teams and work groups have to the group as straight infqrmation. It is tl b
‘, with other matters at a regularly recurring dded to the i ion of endl . ok pc nen
! meeting added to the impression of endless GmmﬁEmm. leader’s objective to gain Yhe participant di1 ng
' And the increased numbers of meetings have acceptance of the solution. In &ffect, a dirccte ey app
4 led to the increasing impression that it is now discussion is a sales pitch.
g groups—committees, if you will—that make
,\ Is the Cost Worth It? decisions, not individuals. . . ' inil
Meetings are costly relative to other ways of “Management by committee” may be P _‘O—u_m—._._-mc_sq-ﬂ Discussion abl
doing business. They are not necessarily costly =~ a widespread and not completely unavoid- This type of meeting is held when a probler nit
in terms of out-of-pocket expenditures; their ~ able perception that falls out from the reality exists and a solution or decision must be dete; th 1 sifir
cost is reckoned largely in terms of the expen-  of numerous meetings. While a group may T

/mined by the group. Although the answe in, ora

diture of unrecaverable time. The trie cost of nravide infarmation and recammaendatinne’
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however, the ultimate responsibility for any spe-
cific decision usually resides with an individual.

» Types of zmmzsum

Information Meetings

The information meeting is held simply for
the transfer of information. You have some-
thing to pass along to others and you choose
to do this with a meeting rather than by some
other means. The basic purpose of any infor-
mation meeting is to transfer information to
the group, and in this setting the leader may do
most or all of the talking. Although there are
usually questions and discussion for the sake
of clarification, the transfer of information is
essentially one way.

Discussion Meetings

The objective of a discussion meeting is to
gain agreement on something through the
exchange of information, ideas, and opin-
ions. The essence of the discussion meeting
is interchange; the exchange of information
must be established between and among all
participants.

Directed Discussion

A directed discussion meeting may be appro-
priate when a conclusion, solution, or decision
is evident. The conclusion has already been
determined; yet it is not simply being relayed
to the group as straight information. It is the
leader’s objective to gain the participants’
acceptance of the solution. In effect, a directed
discussion is a sales pitch.

Problem-Solving Discussion

This type of meeting is held when a problem
exists and a solution or decision must be deter-
mined by the group. Although the answer
determined by joint action may well turn out

to be based on the ideas of a single participant,
at the outset it is apparent only that there is a
problem with which several parties could rea-
sonably be concerned.

Exploratory Discussion

The purpose of an exploratory discussion
meeting is to gain information on which you
or others may eventually base a decision. The
objective is not to develop a specific solution
or recommendation but rather to generate
and develop ideas and information for some-
one (perhaps yourself, but possibly your boss
or some other manager) who must make the
decision.

A Special Case: The Staff Meeting

The staff meeting may be an information
meeting, a discussion meeting, or both. A staff
meeting is usually held for the purpose of com-
munication among the members of a group.
Staff members may report on the status of
their activities, and thus each may be required
to effect the one-way transfer of information
to others. This meeting form is also used to
solve problems, sell ideas, and explore issues,
and, depending on the business at hand, it may
take on any or all of the three forms of the dis-
cussion meeting.

» Meeting Preparation

A few of the following suggestions are most
pertinent to discussion meetings convened for
dealing with specific situations. Most, how-
ever, apply generally to all types of meetings.

Defining the Problem

To enable a group to begin dealing with a sit-
uation it is necessary to establish the nature of
that situation. The first step, then, in prepar-
ing for a meeting is your identification of the
meeting’s intended focus. Before your invited
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participants attend the meeting they must
understand what they are going to discuss
when they get there, so you must be able to
supply a concise statement of the problem or
other reason for the meeting.

Confirming the Need fora
Meeting

In addition to what was said in earlier para-

graphs about determining the need for a meet-

ing, it is also suggested that the decision of

whether or not to involve several people in a

meeting may not be yours alone. Confirming
your thoughts with a few potential participants
can be helpful. If, in addition to you, two others
believe it can be done without a meeting, you
are fairly secure in using other means. How-
ever, if you stand alone in your opposition to a
meeting, there may be aspects of the situation
that you are overlooking,

Deciding What Should Be
Accomplished

Before you convene the meeting you should
have a clear idea of what you want to achieve.
As your definition of the problem provides the
starting point, so does your meeting provide
a target. At a minimum, and before calling

people together, you want to be able to

whether the meeting should give you the solu-
tion to a problem, the group’s acceptance of an
idea, some significant decision-making infor-

mation, or other such results.

Selecting the Meeting Type

Based on your determination of what should
be accomplished, you should then decide what
type of meeting you are going to have. There
are some broad differences between informa-
tion meetings and discussion meetings, but
there are also significant differences in empha-
sis among the subtypes of discussion meetings.

Chapter 20 How to Arrange and Conduct Effective Meetings

Your clear understanding as to whether the
discussion should be directed or should be
oriented toward problem solving or explora-
tion will assist you in controlling the meeting
and keeping the discussion headed toward the
result you wish to accomplish.

the Participants

Wrilten notification of the meeting should
inchide time, place, preparations to make or
mater{als to bring, the statement of the prob-
lem, and the meeting’s objectives. Ideally, you
should Yprovide written notification a wee
or more in advance and plan on telephop-
ing reminyers a day or two before the m¢t-
ing actually\takes place. Generally, the fhore
important the topic of the meeting afd the
busier the pedple you are inviting, the more
advance notice You should provide.
It is also a ghod idea to clear
time in advance With the key people attending,
Otherwise you ard likely to fing yourself hav-
ing to notify everydne of a chg ge in arrange-
_ments even though fome haye already cleared
their calendars to atfend. Rémember that you
are not the only busp\pergbn in the organiza-
lon; it may frequently\bg necessary for you to

end your schedule to dfcommodate the avail-
bility of other people,

Selecting the Participants

Again based on your best determination of
what is to be accomplished, next you need to
determine who should attend the meeting.
This determination should be based on your
best assessment of who has the knowledge to
deal with the problem and the authority to
make decisions and commit resources to solve
the problem. Your objective in selecting peo-
ple to attend the meeting should be to secure
the broadest possible coverage of the problem
without overloading the meeting. Overloading
can present a number of problems. Having tog
many participants makes a meeting more diffi
cult to control, and although some participant:
may be only peripherally concerned with ¢
issue at hand, they can nevertheless imped
progress and increase the difficulty of reacly
concdlusions or recommendations. Gen
the larger a group or committee, thy
difficult and time-consuming it is to:
serve the intended purpose of the gath

tep should fseem self\evident, but too
ozen pepple find they are ready to
wwsw no place to sit doywn. If you need
nference facilities, make sure you
n for the preferred dite and time
notification goes out. should also
saying—but nevertheleks must be
g from the number of tiknes things
that you need sufficient space for all
Ived, reasonably comfor{able sur-
d reasonable freedom frdm inter-
30, advance arrangement{ should
needed equipment such as flip
boards, projectors, and othdr aids.

27 Distributing Advance

Information

All those invited should receive,
the meeting notification, all inform
would be helpful in preparing for th
If you can give them only a statem
problem, then let them know
have. If you have background infor:
the form of letters, memos, or repot
to them so they can consider all aspe
problem in advance of the meeting. Giv
also your expectations of the meeting.
very least, those invited should know both
problem and the objective. - .

ing an Agenda

L but the simplest of meetings you should
genda to_guide you. If the meetino
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Your clear understanding as to whether the
discussion should be directed or should be
oriented toward problem,solving or explora-
tion will assist you in cghitrolling the meeting
and keeping the discusgion headed toward the
result you wish to accgmplish.

Selecting the Participants

Again based on jour best determination of
what is to be accbmplished, next you need to
determine who/should attend the meeting,
This determination should be based on your
best agsessment of who has the knowledge to
deal with thef problem and the authority to
make degisions and commit resources to solve
the problgmy Your objective in selecting peo-
ple to attenl the meeting should be to secure
the broadest\possible coverage of the problem
without oferldading the meeting. Overloading
<an presefit a niymber of problems. Having too
many pafticipanl§ makes a meeting more diffi-
cult to cpntrol, and although some participants
may befonly peripierally concerned with the
issue ak hand, they an nevertheless impede
progrgss and increase Yae difficulty of reaching
conclpsions or recomryendations. Generally,
the lgrger a group or dpmmittee, the more
diffigult and time-consumipg it is to properly
servg the intended purpose Xf the gathering,

Distributing Advance
information

Al those invited should receive, alng with
thie meeting notification, all informathon that
would be helpful in preparing for the me¢ting.
(fyou can give them only a statement oXthe
orpblem, then let them know this is all yyu
hdve. If you have background information i
:he form of letters, memos, or reports, send it
‘0 them so they can consider all aspects of the
sroblem in advance of the meeting. Give them
iIso your expectations of the meeting. At the
very least, those invited should know both the
roblem and the objective.

Notifying and Reminding
the Participants

Written notification of the meeting should
include time, place, preparations to make or
materials to bring, the statement of the prob-
lem, and the meeting’s objectives. Ideally, you
should provide written notification a week
or more in advance and plan on telephon-
ing reminders a day or two before the meet-
ing actually takes place. Generally, the more
important the topic of the meeting and the
busier the people you are inviting, the more
advance notice you should provide.

It is also a good idea to clear the date and
time in advance with the key people attending.
Otherwise you are likely to find yourself hav-
ing to notify everyone of a change in arrange-
ments even though some have already cleared
their calendars to attend. Remember that you
are not the only busy person in the organiza-
tion; it may frequently be necessary for you to
bend your schedule to accommodate the avail-
ability of other people.

Arranging for Proper Facilities

This step should seem self-evident, but too
often a dozen people find they are ready to
meet but have no place to sit down. If you need
sizeable conference facilities, make sure you
secure them for the preferred date and time
before your notification goes out. It should also
go without saying—but nevertheless must be
said, judging from the number of times things
go wrong—that you need sufficient space for all
persons involved, reasonably comfortable sur-
roundings, and reasonable freedom from inter-
ruptions. Also, advance arrangements should
be made for needed equipment such as flip
charts, chalkboards, projectors, and other aids.

Preparing an Agenda

For all but the simplest of meetings you should
use an agenda to guide you. If the meeting

promises to be long and involved, the agenda
should be worked out sufficiently in advance
so it can be supplied to all attendees with the
meeting notification. Whether or not it is sup-
plied in advance, however, as meeting leader
you need the agenda. It may consist of only a
few broad points jotted in the corner of your
note pad, but the process of writing it forces
you to rethink your purpose in calling the
meeting and consider how you will get from
problem to objective. Although you will not
think of every necessary step or essential ques-
tion ahead of time, with an agenda you can
at least remind yourself of certain important
points. When the meeting is under way your
agenda may well expand as issues are raised
and information previously unknown to you
is offered. This is all well and good, as long as
all agenda additions or digressions contribute
directly to moving the group from the problem
toward the meeting’s objective.

» Leading a Meeting
Start on Time

You may want to allow some flexibility in how
closely you adhere to a rigid starting time. If the
meeting is a one-time affair involving a number
of people who are organizationally scattered,
perhaps including some who are your superiors
in the management structure, you may want to
bend a few minutes on starting time. (In a prac-
tical sense, you are likely to wait more than a
few minutes for a tardy person to show, espe-
cially if that person happens to be your boss.)
Also, a one-shot meeting is not a regular part
of someone’s schedule or pattern of behavior. It
is perhaps best to give yourself some slack in
scheduling; for instance, you schedule a ses-
sion for 1:30 M. although you know full well
it will not start until 1:45 pM. Try not to overdo
this practice; it suggests disrespect for those
who do show up on time and deference to the
latecomers.

I
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In the case of a regularly scheduled meet-
ing (for instance, your monthly staff meeting
held at 3:00 p.M. on the third Thursday of each
month), begin precisely on time. The more
you defer to chronic latecomers, the more
likely these people are to remain chronic late-
comers. Also, chronic tardiness can often be an
indication of other problems, such as hostility,
disrespect, lack of interest, or perhaps inflated
ego.

Making it a habit of starting on time can
go a long way toward curing chronic tardi-
ness. If it is 3:00 p.M. and only half of your staff
members are present, start the meeting even
though you know the remainder will be trick-
ling in over the next several minutes. Out of
respect for those who show up on time, do not
repeat what has already been said for the sake
of the latecomers. Rather, let the late arrivers
know they have to wait until after the meet-
ing to find out what they missed from those
who were present. Make it plain, also, that the
content of the early part of the meeting is not
always filler or “warm up” material that people
can afford to miss. Make it a habit to start your
regularly scheduled meetings precisely on
time, and most chronic latecomers will change
their ways as they get the message and become
accustomed to your pattern of behavior.

State the Purpose of the Meeting

First tell the group why they are there and
what they need to accomplish. Also, give them
your best estimate of the amount of time the
meeting should require. Ending time can be
fully as troublesome as starting time in some
situations. A meeting can be a form of escape
for some people who lead busy, hectic working
lives, and some people may tend to prolong the
session with irrelevancies if progress is not well
controlled. (It has been suggested that an effec-
tive way to get a 1-hour meeting concluded in
just 1 hour is to schedule it to start an hour
before lunch or an hour before quitting time.)
In short, your first item of business should be

Chapter 20 How to Arrange and Conduct Effective Meetings

to advise those attending why they are there;
what they are expected to accomplish, and
approximately how long it should take.

eeps the group aware of where th y stard r

Make Some Assignments tive to total allotted time, the clhck, ar-l 1

Some of the practical ideas coming out of
the total quality management (TQM) move-
ment and its emphasis on working with teams
include guidelines for running meetings. You
may have done everything yourself up to this
point, but once the meeting is convened you
are likely to find that you alone cannot do
everything that ought to be done. It is time to
involve some of the others in moving the meet
ing along by handing out some assignments.
The common assignments for a meeting of
reasonable size (say five, six, or more people)
are recorder, scribe, and timekeeper.

Encdurage Discussion
‘Do not\allow the meeting fo move in «u
narrow Nnes that valuable finput is lost A
for clarifidation of commepits that are of cr¢
questing opfnions and aski
direct questigns, particul rly of the few “ile
ones” who may frequentl populate your rriee
ings. Remembey, if you have structured s o
meeting wisely then evefyone who is th -re
there for a good rdason. Jt is part of your b
nieeting leader to dg evefything you can i g
even the ordinarily s\en} people talking.

Recorder

The recorder keeps track of what happens in
the meeting for the sake of generating a writ-
ten record of what occurs (meeting minutes),
The recorder may actually create the minutes
or simply hand the rough notes over to you,
The point of having the recorder is to relieve
you of trying to make a record of the proceed-
ings while you are also running the meeting;
you cannot do both together as well as you
could do either alone.

Exercise Control: A\List of Don'ts

get in\the way sir
ply because you fare the m ting leadc
and thus automgftically in conkol o: th

proceedings; the setting is a meeting \qc

a speech or a clpss.

®  Don't direct the others by telling taen
what to do off what they should sa - o
conclude. This{would amount to one. sva:
communicatiop, which is only margir-all

appropriate even when the purpose o' 1h

meeting is purely informational.

Don't argue with participants. Disc uss

yes—argue, never.

@ Don't attempt to be funny. What inay

be funny to one person may not be tc

another. The best laughs generatec af
a meeting are those that arise natur.ily
from the discussion.

Scribe

The scribe serves an important purpose if you
have a need to capture points or ideas on a
chalkboard or flip-chart. This is “talking mate-
rial” that may evolve as you meet, so it may
not be the same as what you might embody
in meeting minutes. In a small meeting, the
recorder and scribe might be one and the
same, but the roles are really different and a
meeting of as few as three lively contributors
could readily overwhelm someone who is try-
ing to fill both roles. -
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to advise those attending why they are there,
what they are expected to accomplish, and
approximately how long it should take,

Make Some Assignments

Some of the practical ideas coming out of
the total quality management (TQM) move-
ment and its emphasis on working with teams
include guidelines for running meetings. You
may have done everything yourself up to this
point, but once the meeting is convened you

i to find that you alone cannot do
everything\that ought to be done. It is time to
of the others in moving the meet-
ing along b}y handing out some assignments,
The comm@n assignments for a meeting of
reasonable dize (say five, six, or more people)
are recordey, scribe, and timekeeper.

Recorde

The record¢r keeps track of what happens in
the meeting for the sake of generating a writ-
ten record of what occurs (meeting minutes).

The recorder\pay actually create the minutes
or simply han

rough notes over to you.
The point of having ecorder is to relieve
you of trying to make a recgrd of the proceed-
ings while you are also runying the meeting;
you cannot do both togeth¢r as well as you
could do either alone.

Scribe

The scribe serves an importdnt purpose if you
have a need to capture points or ideas on a
chalkboard or flip-chart. Thiy is “talking mate-
rial” that may evolve as youl meet, so it may
not be the same as what yog might embody
in meeting minutes. In a snjall meeting, the
recorder and scribe might be one and the
same, but the roles are reallj\different and a
meeting of as few as three live fibutors
could readily overwhelm someone who is try-
ing to fill both roles.

Timekeeper

The timekeeper is a person who keeps track of
the time spent on each agenda item and who
keeps the group aware of where they stand rel-
ative to total allotted time, the clock, and the
agenda.

Encourage Discussion

Do not allow the meeting to move in such
narrow lines that valuable input is lost. Ask
for clarification of comments that are offered.
Consider requesting opinions and asking
direct questions, particularly of the few “silent
ones” who may frequently populate your meet-
ings. Remember, if you have structured your
meeting wisely then everyone who is there is
there for a good reason. It is part of your job as
meeting leader to do everything you can to get
even the ordinarily silent people talking.

Exercise Control: A List of Don’ts
Of Yourself

®  Dont let your ego get in the way sim-
ply because you are the meeting leader
and thus automatically in control of the
proceedings.

m  Don't lecture or otherwise dominate the
proceedings; the setting is a meeting, not
a speech or a class.

®m  Don't direct the others by telling them
what to do or what they should say or
conclude. This would amount to one-way
communication, which is only marginally
appropriate even when the purpose of the
meeting is purely informational.

®m  Don't argue with participants. Discuss,
yes—argue, never.

®  Don't attempt to be funny. What may
be funny to one person may not be to
another. The best laughs generated at
a meeting are those that arise naturally
from the discussion.

Of the Group

®  Don't allow lengthy tangential digressions
to pull you away from the subject of the
meeting. Granted many legitimate prob-
lems are identified through tangential
discussions, but, legitimate or not, if they
do not relate to the problem at hand they
are diluting the effectiveness of the meet-
ing. Should a legitimate problem arise,
make note of it but sideline it for action
at another time or at another meeting and
proceed with the subject at hand.

®  Don't allow monopolizers and ego-
trippers to take over. Although certain
talkative people may have significant
contributions to make, their constant
presence center stage serves to narrow
the discussion and discourage marginally
vocal contributors from opening up at all.
Overall, your effectiveness as a meeting
leader will largely be determined by how
effectively you control the discussion of
the group.

Summarize Periodically

Agreement in a discussion meeting is usually
not reached in a single, progressive series of
exchanges. Rather, agreement accrues as dis-
cussion points are sifted, sorted, and merged,
and a solution or recommendation begins to
take form. Capture this by periodically sum-
marizing what has been said, giving the group,
in your own words, a recounting of where you
are and where you seem to be headed. If they
can agree with your summary of progress—
essentially, their thoughts encapsulated and
restated in your words—then the meeting is
on the right track.

End with a Specific Plan

When the meeting is over you should be able to
deliver a final summary stating what has been
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decided and who is going to do what and by
when. Far too many meetings are frustrating
affairs that may feel productive while under
way but afterward leave participants hanging
with a sense of incompleteness.

It is essential that no one leave your
meeting without full understanding of the
decisions made, the actions to be taken, the
people responsible for implementation, and
the timetable for implementation; these are
the requirements of the properly run meeting.
If the subject is sufficiently complex, it may
be to your advantage to call for understand-
ing by going around the table, asking every-
one for their interpretations of what has been
decided and how they see their roles, if any,
in the implementation of the decision. In any
event, do not let the group leave without a clear
understanding of what has been decided and
what happens next.

Follow Up

As far as your authority over the problem
extends, it is up to you to follow up to determine
that what has been decided gets accomplished.
It is also up to you to see that the minutes of
the meeting, should they be necessary, are
prepared and distributed; provide later assur-
ance to all participants that what they decided
has in fact been accomplished; and schedule a
follow-up meeting should one be necessary.

» Cleaning Up “The
Conference”

The errors and omissions in the way the
meeting described “For Consideration” was
arranged and conducted are numerous and, in
most instances, glaring. For the most part, we
know intuitively and by plain common sense
that most of these are indeed errors, but never-
theless we often find ourselves allowing many
of these to occur because we fail to take control
of our.own meetings.

In most of the following items, identifi-
cation of the problem directly implies what
should have been done:

B Andrews was late for his own meeting.
It is questionable enough to be late for a
meeting at which you are an invited par-
ticipant, but, in the absence of some dire
emergency, being late for your own meet-
ing is inexcusable.

m  Dawson arrived late, wasting several
minutes of other peoples’ time, and then
expected events to turn upon her arrival.

B Andrews did not provide written notifi-
cation of the meeting or reminders as the
date neared. When meeting notifications
are oral, they often do not make it onto
calendars. Also, for an important meeting
that is scheduled more than a few days in
advance—say more than a week ahead of
time—reminders are in order.

B A reasonable meeting space was not
arranged in advance, and insufficient
seating caused an added delay. Andrews
used an inadequate space.

B The meeting began 18 minutes late. Need
we reiterate the necessity of beginning
scheduled meetings at the scheduled
time?

® Andrews should have had his meeting
material available and ready rather than
having to shuffle papers and search for the
proper documents.

®  Andrews should have planned for meeting
handouts, having them copied and ready
in advance, rather than wasting time try-
ing to secure copies during the meeting,

®m  There were apparently no minutes taken
at the previous meeting, and apparently
no one had kept track of who had agreed
to do what. The file Andrews sought, the
finding of which created another. delay,
should have been out and available before
the meeting began.

m  The participants permitted a digression
of topic that threatened to become highly
disruptive.

®  The group lost considerable time 1 ( -
agreement over what they were exoec |

to be doing.
®  Although Andrews was in no posit: 1
to stop those who left when the meet
had barely begun, he let them gowith
E&nm:o_.ﬂ of what they should be doi. :
concerning this group’s mission. ,
®  Andrews togk a telephone call while pe
ple remained\in his office, putting t
in an awkward\position and wasting
time.

No advance consideration was given
scheduling the

h e intends
participants—and, we wou hope, the
calendars—in the sam¥ rogm at the san
time.

® In his gloomy tho ghts about “Now di
mnc:. it was to gt anything done \p th
hospital,” Andrefvs seemed to have ) vse

» Videgconferencing

A videoconference arrangement allows pe.pl:
at two or thore locations to interact by wey o
two-way video and audio transmissions, ‘hu.
enabling the conduct of meetings involving
individuals located some distance from cact
.oﬁrmn. It is a step beyond videophone-caliing
in that it serves a group rather than just indi-
viduals one-on-one. Quite simply, it uses au dic
and video technology to bring people located
at different sites together for meetings.

A videoconference can be as simple us a
direct connection between two individual in
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m  There were apparently no

In most of the following items, identifi-

cation of the problem directly implies what
should have been done:

®  Andrews was late for his own meeting,
It is questionable enough to be late for a
meeting at which you are an fited par-
ticipant, but, in the absence/bf some dire
emergency, being late for ydur own meet-
ing is inexcusable,

®  Dawson arrived late,/ wasting several

minutes of other peoples’ time, and then
expected events to tufn upon her arrival.

B Andrews did not pfovide written notifi-

cation of the meetihg or reminders as the
date neared. Whefi meeting notifications
are oral, they oftén do not make it onto
calendars. Also, for an important meeting
that is schedulefl more than a few days in
pdvance—say rhore than a week ahead of
(\me—remindgrs are in order.

meeting space was not
advance, and insufficient
seating cauged an added delay. Andrews

materigl avaible and ready rather than
havingfto shuff§ papers and search for the
propef documeng.

®  Andrgwsshould hae planned for meeting

handguts, having thm copied and ready
in ad¥ance, rather thaN wasting time try-
ing to secure copies duriRg the meeting.
inutes taken
at the previous meeting, an¥ apparently
no one had kept track of who had-agreed
to do what. The file Andrews sought, the
finding of which created another delay,
should have been out and available before
the meeting began.

The participants permitted a digression
of topic that threatened to become highly
disruptive.

The group lost considerable time in dis-
agreement over what they were expected
to be doing.

Although Andrews was in no position
to stop those who left when the meeting
had barely begun, he let them go with no
indication of what they should be doing
concerning this group’s mission.

Andrews took a telephone call while peo-
ple remained in his office, putting them
in an awkward position and wasting their
time.

m No advance consideration was given to

scheduling the next meeting. The best
time to set a follow-up meeting is when
you have all or most of the intended
participants—and, we would hope, their
calendars—in the same room at the same
time.

m  Apparently no decisions were made at

this meeting, and no specific tasks were
assigned, rendering the meeting useless
for all practical purposes.

m In his gloomy thoughts about “how dif-

ficult it was to get anything done in this
hospital,” Andrews seemed to have missed
all consideration of what it was that made
the meeting useless: people and, in this
instance, primarily Dan Andrews.

» Videoconferencing

A videoconference arrangement allows people
at two or more locations to interact by way of
two-way video and audio transmissions, thus
enabling the conduct of meetings involving
individuals located some distance from each
other. It is a step beyond videophone-calling
in that it serves a group rather than just indi-
viduals one-on-one. Quite simply, it uses audio
and video technology to bring people located
at different sites together for meetings.

A videoconference can be as simple as a
direct connection between two individuals in
their own offices or it can involve multiple

persons in conference rooms at several sites.
In addition to meeting face-to-face, video-
conferencing can be used to share documents
and displays such as flip charts or slides or
transparencies. Many of the earliest video-
conferencing systems consisted simply of
connected pairs of closed-circuit television
systems.

The basic technology employed in a vid-
eoconferencing system is digital compression
of audio and video by use of a coder-recorder.
The other components used for a videocon-
ferencing system include: some form of video
input, either webcam or video camera; video
output in the form of television, projector,
or computer monitor; audio input (micro-
phones); audio output (speakers); and some
means of data transfer (Internet, digital tele-
phone, etc.).

There are large-group systems that are
nonportable, sizeable, and costly setups used
in auditoriums and large conference rooms,
and smaller, systems, both portable and
nonportable, used for small meeting rooms.
Individual videoconferencing usually employs
portable devices with camera, microphones,
and speakers integrated into the console.
There are also desktop systems that are essen-
tially hardware add-ons to standard personal
computers. Videoconferences can be held
involving a number of separate personal com-

puters, a practice known in some quarters as
e-meetings.
Some perceived problems that have been
noted with videoconferencing include:

8 Expense. Other than the simple webcam-
based systems using individual personal
computers, the technology is sufficiently
costly to prohibit its use in many organi-
zations that do not experience sufficient
volume to justify the expenditures. How-
ever, full-blown dedicated systems can
be cost-effective in a few organizations
(many of these outside of health care) that
are able to use videoconferencing to avoid
costly travel.
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B Eyecontact. Eye contact figures strongly in
most aspects of interpersonal communi-
cation. However, some videoconferencing
systems create the impression that one
who is speaking remotely is avoiding eye
contact. Eye contact will often be experi-
enced by viewers who are directly in front
of the image of a speaker who appears to
be talking directly at the camera. How-
ever, the view of persons seeing the screen
from any appreciable angle will be subject
to the parallax effect and it will appear
that the speaker is looking past them.

W Self-consciousness. Some studies of vid-
eoconferencing have suggested that the
presence of video may actually hamper
communication for some people because
of self-consciousness about being “on
camera’ and possibly even being recorded.
This effect may not be present in certain
other modes of communication; for some
people, however, taking part in videocon-
ferencing is apparently similar to being
required to speak before groups when
they are unaccustomed to doing so.

As far as meetings overall are concerned,
videoconferencing has a legitimate place
among the means of business communica-
tion. Sometimes it is neither possible nor
practical to conduct face-to-face meetings
involving two or more people. Yet sometimes
a telephone conversation or conference call is
adequate for the purpose, and at other times
e-mail exchanges may fulfill the need per-
fectly well. Videoconferencing is but another
possible communications alternative, one that
might be considered when:

®m  visual information—charts, tables, illus-
trations, etc.—is an important part of the
interchange;

B the persons involve are unable to convene
at the same location but it is believed that
a live conversation is needed; or

® the time or expense of travel is a
consideration.

» Use or Abuse?

As with any other management tool or tech-
nique, meetings can be overused, underused,
or used ineffectively. They can be expected
to do far too much-—meetings are cer-
tainly no substitute for effective individual
decision-making in the presence of proper
authority and responsibility—or they can be
denied the opportunity to serve their purpose
appropriately.

Whether the meetings you call are used
or abused is largely up to you. Meetings are
often an unwieldy way of doing business, and
as such it is easy for them to become waste-
ful and ineffective. However, the properly
conducted meeting remains one of the most
effective available ways of accomplishing cer-
tain tasks. Whether meetings are effective or
ineffective centers on the issue of control: If
we fail to control our meetings, our meetings
control us.
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means of tQtifying prospective me -tix orron
participants,Nn Jriting or persona |7 | P ,Mv_v
telephone? rou
der be
" ert
la» - pr
Oby
vo o deg
s ope
You
YO ooarec
You
he ad
ol ord:
“c+ do.
Cl 10«
supgrior to provide a written record of ih th  oul

mapt recent meeting of the group engagcd i
¢ turnover project. Recognize, of co ™
that this was not a formal committee mce
ihg with motions and votes and such b
¥ppreciate also that your boss and the o:l.e:
who attended your meeting are entitled (o
record of who attended, what occurred,

was accomplished, and what the next fef en
might be. it

Do your best to report on the me: tin tic
for your boss. Keep in mind that even 1 re W
bones meeting minutes usually include th el
why of the meeting, who attended, what wa ha



