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Effective Meetings: Get Out Of Jail!

value the meetings you run? If you are like most managers

running and participating in meetings is less than ideal.

Today's show is the first of 2 or 3 shows to focus o aning effec

follow the guidelines we present here, your meg I’be much more effective, you'll

have less of them, and your individual and orgz al performance will soar. And, it's

not hard! A detailed outline of the podcast is loca ere. In addition, we've also provided

you a Meeting Agenda Template tha lements the'guidelines we've discussed on

today's show.

We've all sat in on meetings ffective, seem like a waste of time, and

you wish you were anywhere el il of a meeting. People use their BlackBerries
under the desk playing Tetris, sendi mail, or responding to an SMS. In teleconferences,

everyone has thei

mute; when someone isn't on mute, you can hear the instant
message chimes so ackground. People come late; people leave early. The
meeting is supposed o an hour, but it runs an hour and a half so you're late to the next

ople don't tribute; others turn the meeting into a soapbox. The purpose of

clear, nothing gets done, and nobody can even figure out if you
what you were supposed to have achieved. And then there are just too many
ly, this is because we didn't get done what we needed to get done the

first meeting, and so we have another meeting.

Everything you need to know to implement One On Ones, Feedback, Coaching,
and Delegation. And all your questions answered.



https://www.manager-tools.com/shownotes-ads/284776?utm_source=shownotes_front_page&utm_medium=site&utm_content=frontpage_ad&utm_campaign=frontpage&utm_product=emc&utm_keyword=Effective%2BMeetings%253A%2BGet%2BOut%2BOf%2BJail%2521%2BShownotes
https://www.manager-tools.com/shownotes-ads/284776?utm_source=shownotes_front_page&utm_medium=site&utm_content=frontpage_ad&utm_campaign=frontpage&utm_product=emc&utm_keyword=Effective%2BMeetings%253A%2BGet%2BOut%2BOf%2BJail%2521%2BShownotes

When you have such low expectations going in to the meeting, your willingness to
contribute and participate just goes through the bottom. And we never improve. So we

joke about today's information being your get out of jail free card.

Meetings are important, so we're going to have them. Let's do them right.

There are ten things that you need to do. We also have slides of this infor on on the

website.

Outline

Pre-Publish An Agenda
Start On Time

Set Some Ground Rules
Stick To Your Agenda
Use A Parking Lot
Fix Responsibilities
Finish On Time
Publish Notes

Continuously Improve

© 0NV R WNR

Y
o

Use A Facilitator

Shownotes
1. Pre-Publish

s and a time associated with them. What people tend to do next is to
put an item an
basic thi

ration, which is a mistake as well. So let's walk through what are the

ut on an agenda. The sample agenda on our website makes it easy for you.

e An agenda is always one page long for business meetings that last an hour or 90

minutes at most.

* Information Given at the Top of the Page



1. The Meeting Name. If it's not a standing meeting, like weekly one-on-one or monthly

update, it can be simple as something like Decision on Project X.

2. Start and Stop Time. The meeting starts at 9 am and ends at 10 am. Simple.

where the Conference Room is, or they don't know where the meeti

didn't put a location down.

"Oh, well we're working on some projects tg at should be a good one for me to

go to because | see their names on it as well:

e Each Agenda Item. There are threegkey pieces o ormation for each item.

1. Start Time. By putting the start eryone can easily know if the meeting is

running on time. When yg dura ach item, everyone is busy calculating

where they are in the mee be able to look at your agenda and the clock,

and you should know exactly w re in the meeting. So give the expected start

time. The next ime for each i is the next item's start time.

2. Item. Thisisw ing to do, discuss, decide, brief.

meetings ake more time. When this happens, nobody's prepared for the agenda. Start
sending the agenda out in advance and your meetings will finish on time. If it's a standing
meeting and it's the same agenda every time, you can send it out a day or two before, or

even a couple of hours before.



There are some meetings that you don't need to have an agenda published. An example is
the stand-up morning meeting with your admin. But, you should have a standing deal that
it's 15 minutes long - 5 minutes to go over the calendar, 5 minutes for big issues that you
may need help with, and 5 minutes for what your assistant may need help from you with.

This doesn't need to be published in advance because it's simple, short, and afily has two

people.

2. Start On Time.

EXACTLY on time. If people are coming late to meetings, all you need to do to

start on time, regardless of who is present. Close the meeting when nobody's there after

10 minutes. They'll get the message and at the next meeting, will be on time. If you're

trying to implement some new behaviors within this organizatio the attendees

know that you're going to start the meeting on ti

body who works around you will start showing up on time. It will also

point out th people who don't get the culture that you want to be respectful of their
time. the reasons you start on time is so you're respectful of everybody's time,
not just yours. It will make it clear who's late because they want to be late. Every adult
in a corporation knows when and where they need to be, and they're choosing to be
somewhere else. They may be with a customer, they may choose to be late and that's

fine, we're not going to chastise them if they make an intelligent decision, but if they're



just at their desk working on something, and "Oh, | forgot", after three or four meetings
we want to give him some feedback: "Hey, when you're not on time, it affects team

performance, because we're all in a meeting."

Never, ever, ever wait. Even if there's one other person in the room. You just say, "Well,

we're going to start. We know they're smart people, we care about them 're going to

start and do the best we can."

e What do you do about latecomers? Let's say you've got 10 people in a
seven of them are there, and three of them stream in 15 minutes late. Ou
recommendation is to ignore them. We don't point them,out, we don't try to make

mbarrassment and

them feel bad, because that's not really feedback, that's j

management is not about embarrassment. If they're late, ass ey have a good

reason for being late. If they set up a pattern, g some feedback about their

pattern. Basically you don't want to focus @ want to focus on the work.

e What about the co-chair of the meeting or thelboss who says, "Why don't you catch

me up?" Ask them if you can catc

will probably appreciate the respec e showing the other people in the room. And
the vast majority of your

stop for them.

finish on tim ck to your agenda, use a parking lot, use a facilitator. Another great rule is
the one-at-a-time rule - when somebody else is talking, you get to be quiet. Another
important one is no cell phones, BlackBerries, pagers, etc. Or at least have them put on

vibrate so they don't disturb the meeting.

The facilitator enforces these ground rules. In enforcing the rules, you don't want to



embarrass anyone breaking them, but we want to remind them of the rules. A great way

to do this is to have the rules posted in the room where everyone can see.

The ground rules are things we are going to hold ourselves against to see how well we

met. They are, in fact, the cultural change you're trying to instill in your organization, the

protocol for conducting meetings. Being very clear about them at the begin can help

avoid some difficult situations.

4. Stick To Your Agenda.

10-minute agenda item that you're 21 minutes into, and you s

is inevitable. You should embrace conflict. It's not always Kumbay e time.

supposed to be done, you say "Ok, it's 8:20, we posed to move on to the next
give Us a minute, or we can just stop

item." That%s"all you have to do, and sometimes

it's the boss saying "We're going to tak ore minute to make a decision," or "Bob you

When an item is sch in two minutes, tell the item owner "You have two
minute . runs over, you tell them it's time to move on. If there's time at
u can come back to them. Otherwise you can add the item to
agenda. When the agenda is published in advance, everyone knows
how long they h@ve to present/speak. Although the person who wanted to run over is

irritated, ody else in the room loves that you're sticking to the agenda.

There are times when the agenda may be wrong; you may uncover a huge mess. But you
don't blow the rest of the agenda. You don't just say, "Oh, well we're going to blow
everything else off," unless everyone decides it's really trivial and you need to cover this.

What you say is "We don't have enough time to cover everything we planned on covering,



we need to make a choice." If and item is going to take an hour when you thought it would
take 15 minutes, say "You know what, let's have another meeting with just those people
who are affected by item Number 3, so let's still cover everything else we're still supposed
to cover in this meeting." You want to be sensitive that there are crazy things that are

going to happen all of a sudden, you could walk in and say "I'm sorry, but we jéist acquired

a new company, or we were just acquired, we're going to wipe this clean we're going

to talk about what happened in the news today or in the press," that's t's rare,

three or four meetings a year, not every week.

5. Use A Parking Lot.

The parking lot is a very powerful tool and it's simple as this:

is a place for

issues that come up in the meeting that are not on the agenda.

Let's say we're talking about quarterly sales proj nd somebody says, "Well before

we do this, we've really got to talk about the |G oblem that we've got." That

brings up the fact that we're having troubles sendig.in our sales reports. And the meeting

facilitator has to say "Well, time out. 's not on thelagenda, we're talking about sales

forecasts here. It's important, we're g throw it in the parking lot." You can have a
chart on the wall or a piece

items. If it's visual to everybod it more effective.

During the parkin ou don't handle each item. Let's say you need a 15-minute
logistical item, you
, What are we going to do about the logistical thing." You can't

o decide what you can get done in the next five minutes. Maybe

of 10, there's not a lot in the parking lot. So you finish early, providing
you've stuck to your agenda along the way. The parking lot becomes a great buffer at the
end of the meeting, it gives a place to offload items, and it still finishes you early for every
hour.



6. Fix Responsibilities.

This is Mark's favorite recommendation. At the end of each agenda item, wrap up by
solidifying who is taking which responsibilities. This way everyone knows who is
committed to doing what. If you get someone to commit something out load in a meeting

they are much more likely to follow up on it.

So wrap each agenda item - what is going to be done by whom by whe
going to do X by Friday, right?" And you ask it as a question, that way Bob
out load yes or no or | didn't understand. And you got verbal confirmation in
of the group.

7. Finish On Time.

This is simple if you start on time, keep to your ag a,Jand wrap e genda item at the

over. If you only go five minutes over every timeé e meeting that starts fifteen

nger really a meeting. It's just kind of

(0ther people's time.

We even say that finishing ongime i starting on time. If you start five minutes
late, don't let it run over. Just r because you were a little bit sloppy in the
beginning. Don't allow the sloppi y over into the next meeting, and the next

meeting.

There is one excep
are at least ten minu efore the end of a meeting and you believe that with an

e most fifteen minutes you can finish everything on your

you can'tdo i t if everybody in the room can stay and you will finish everything on the
agenda, then it's ok to go over. You cannot ask that at the top of the hour, one minute
before the end of the meeting, because that's not managing your time well. But that's the
one exception. If you give people advanced notice and ask for their commitment and a

consensus on it, then it's reasonable to go over.



What much more powerful though is if your run your meeting well by starting on time,
handling each agenda item, and wrapping each agenda item, you can finish early ninety

percent of the time. So the other exception to finishing on time is finishing early.

It is so important to finish on time and to send a message to your folks that you're not

the high level actions and owne

handwritten.

In an ideal situatio admin there taking notes during the meeting. Then the

admin can put toget minutes, highlighting who said they were going to do what,

what was.decided, andiwhat was reported. It's a series of bullets without much discussion

or il. It is not a sumMarization of every comment.

Ify havelan admin, rotate who's responsible for the minutes. Try to avoid the

person who's g minutes for that week having significant role in contributing and

presenting.

The minutes are sent to everyone who attended the meeting. You don't need to repeat
reports in the minutes, and you don't need a bunch of attachments to them. Very simple

formatting and hand written is absolutely fine. Copy it on the copier and put it on people's



desks. Yes, email is fine too. It doesn't have to be a separate word document it can literally
just be a series of bullets in the body of the email. The vast majority of attachments never

get read.

9. Continuously Improve.

Once you start using this effective meeting protocol, you'll be a minor dei
company. But we set up some ground rules, we set up some standards,
three or four months we start drifting away from them and we go back to

the culture in our organization is doing.

pagers? Are people taking calls in the meeting?®

on time? Are we using the parking lot right?

This is a chance to open feedback to
and whether or not they are effective.
simple as looking at the gro hether we're following them. Then, are
we in fact agreeing that they wo

that.

ey don't work, we change them, simple as

If you want to cha
r directs and to your managers or your seniors managers and

t you to run your meetings and I'll be sitting in and I'll be giving
meetings." You'll change the culture and it doesn't take very

o dois run a couple of meetings and show them that your meetings get
spectful, start on time, and finish on time. And they can be sure that

0 be treated well. They'll get it and they'll follow right along.

When doing the meeting reviews, don't forget to pat people on the back. There are some
people who are always on time and always give great minutes; there are other people that
are always late. Make a point to say thank those people who are contributing to successful

meetings in a professional way. It makes your job so much easier.



10. Use A Facilitator.

This is actually one of the most powerful levers you can use in a meeting. We've coached
hundreds of managers on how to run meetings. And they can do everything else on the list
pretty easily all by themselves. Having a facilitator is a little bit harder and we've seen

more managers struggle with this.

Having a facilitator is separates the leader from the person who runs t
The person running the meeting is keeping you on the agenda, on time, fi
responsibilities, ending on time, making sure the parking lot is covered, and e

ground rules.

er focus on content or you can

3the agenda. If you offload the

observer, it will look like the facilitat the boss becalise he or she is running the meeting

and you're kind of relaxing. But you'll to have a dialog with everybody on your

process input. Bdt you have to set a powerful example of letting the facilitator actually

run the

If you play both roles, the problem is you're all too wiling to sacrifice the rules in your own
interest because you're the boss and you can get away with it. Bosses want to the content
stuff because that's what their job is and they forget to do the process stuff. Then the

meeting ends up running over, which sends the wrong message. Your direct reports will



see you as having a great deal of more power if you are willing to give up the process of
the meeting to give you more focus on the content. They'll say, wow she is really confidant
in who she is that she can let somebody else run her meeting so she can mix it up with us
about the ideas and really the important stuff of this meeting rather than the facilitation,

the process of this meeting.

Wrap Up

Pre-Publish An Agenda
Start On Time

Set Some Ground Rules
Stick To Your Agenda
Use A Parking Lot

Fix Responsibilities

Finish On Time
Publish Notes
Continuously Improve
Use A Facilitator
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If you do five of these ten re

you will start realizi
well. Your team may nd up loving meetings. But perhaps you'll get feedback about

how e most effective in weeks.
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