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How to Run an Effective Meeting

Running effective meetings is a skill. It is more than just moving a group through the agenda. The keys are careful planning and attention to group process and follow-up. If you spend a little extra time up front, the group will be comfortable, everyone will feel they've been heard, decisions will be made, and people will leave with a sense of accomplishment and time well spent.

A.  Plan the agenda and goal

· Why are you meeting? Write out a clear goal and what you would like to end up with at the end of the meeting.

· Gather the information and research. Decisions can't be made without important information.

· Draft an agenda. Use it both as a road map and a time planner. Prioritize topics making sure high priority items are not last. Estimate the number of minutes each item will take and assign a starting time for each. Allow time at the end to review what you've accomplished and talk about next steps. 

B.  Arrange the logistics.

· Find a comfortable and convenient meeting space. Check on handicapped accessibilities. Arrange in advance for audio-visual equipment or materials such as markers and flip charts if needed.
· Send out an announcement of the date and time of the meeting with plenty of advance notice. Follow up with a telephone and/or e-mail reminder. People also appreciate receiving both a copy of the agenda and directions prior to the meeting.

C.  Assign key roles.

· Head Coach:  Available to resolve disputes. The meeting leader often retains this role.  This person should have some expertise in dispute resolution and consensus building. 

· Note Taker:  Takes minutes and records action items.  This job can be rotated among participants, since the note taker has a hard time participating while focusing on the notes. 

D.  Keep the discussion on track.

· Welcome and introduce participants and guests. You may want to plan a brief "ice breaker" where each person speaks and gets to know others. 

· State the purpose, get agreement on the agenda and ground rules. 

· Honor time limits, but be sensitive to the need for discussion. Allow the group to talk things through. If they want more time to discuss an issue, adjust the agenda. Recognize when there is consensus and move on. Be gentle but firm with people who speak too long or get off the subject.
· Use a Parking Lot.  The parking lot is a process to control issues that are “off the subject”. These issues are “parked” for future discussion and resolution. 

· Summarize conclusions or decisions as each agenda item is completed. 

E.  Promote participation and group discussion.

Plan a question or activity early in the meeting where each person is asked to contribute in turn.

· Ask open-ended questions and sincerely acknowledge each comment. Avoid value judgments. 

· If one person is dominating, simply say, "Ok, let's hear from someone else." 

· Listen carefully to each person. Make sure you understand what the speaker is saying. 

· Use appropriate humor. It can release tension and get people talking.

F.  Follow up.
Your work doesn't end when the meeting ends. Communicate the group's decisions to those who are affected so that decisions can be put into action. Make sure copies of the minutes are distributed. Remind people what they agreed to do.
