[image: image1.wmf] Six Steps to Leading Successful Meetings

Effective meetings really boil down to three things:

· They ___________ the meeting's objective.

· They take up a _______________ amount of time.

· They leave participants feeling that a ___________ ____________ has been followed.

1.      Determine purpose and prepare for productivity: 

As the meeting leader, you must determine ______ the meeting is taking place in order to know _____ to invite, _____ to put on the agenda, _______ long to discuss each item and even what methods to use to come to a decision.

Productive meetings begin with good _________________ communication.

To help you determine what your meeting objective is, complete this sentence:

At the close of the meeting, I want the group to ...
With the end result clearly defined, you can then plan the contents of the meeting, and determine who needs to be present.

2.      Write an agenda and have ground rules: 

Without an agenda, participants cannot prepare, so time is lost while people ________ ______ __________ _______. 

__________ _______ meetings often must end before decisions are made, or decisions are made after key people have to leave. 

Use your agenda as your _________ __________. When you notice that time is running out for a particular item, consider hurrying the discussion, pushing to a decision, deferring discussion until another time, or assigning it for a future discussion.

Realize that you can’t solve all the problems of your library world in one meeting. If you decide to spend ten minutes on something, and the ten minutes is up, it’s __________ ___________________ to move on

Ground Rules for Effective Meetings
Typically, during the first meeting you’ll suggest a few ground-rules and then the group will discuss and customize them, and brainstorm additional ones. Once a final list of ground-rules has been agreed, a copy is posted on the wall and they are added to the meeting ____________. 

During the next few meetings, they are reviewed to ensure that everyone understands and remembers them. Lapses in behavior are then called-out by any member of the group; "Do you think that was consistent with our agreed ground-rules?"

Here are a few suggested ground-rules that I have personally found to be effective:

1. Everyone ______________ - Use of laptops and other devices should be limited to making presentations, keeping notes, or looking up relevant information.

2. Start and finish _____ ________ - Don't punish the prompt by making them wait for stragglers or reward late-comers by repeating discussions or revisiting decisions.

3. One _________________ at a time - Show respect for others by listening to their point of view and refraining from side conversations.

4. Silence is _________________ - It is unacceptable to remain silent during a meeting and then later say you don't agree with the group decision.

5. Different opinions are ______________ - Contrary views need to be encouraged to support robust decision-making and to prevent group-think.

6. Challenge ideas, not ________________- Emotions can run high and criticism can turn personal if attendees aren't reminded to focus on the issues.

7. Disagree in _____________; unite in __________ - Irrespective of how individuals voted, once a decision has been agreed to everyone should support it and speak with one voice outside of the meeting. 
8. Do what you ______ ________ ______ - Individuals are accountable for following though on agreed actions and the group should hold each other mutually accountable.
3.      Facilitating the Meeting

Your Role as the Facilitator
· To Guide

· 3rd Party

· Meet with key people

· Determine MVP

· After the meeting

· Inferences – Small and Few

Encourage discussion and participation
Your most valuable resource is the _______________ _______________ of others in the organization. A good leader encourages participation in order to harness others’ creative power.

Take note of those who _________ ___________, and make it a point to ask them what they think. You don’t want those who disagree with you or with the group’s decisions to not say anything, and then leave the meeting and attempt to undermine the decisions later.  Encourage participation by saying:
“Stan, you shook your head just now. What else do we need to consider?”
“I would like to hear from Amanda on this.”
“Jack, you and I talked about something before the meeting. Would you share it?” 
“Do we have all the issues on the table? 

4.       Listen actively
Listening well and being able to provide a brief but accurate review of what has been said sets great meeting leaders apart from the rest. To summarize effectively, you must hear everything that is said, and even more important, notice what is not said. 
Take notes or listen in “note-taking” mindset to key words and phrases. Put ideas you hear into the context of the whole discussion, and you will find that this creates accountability. Don’t judge too quickly. Ask questions and then truly listen to the answers. 
Once in the meeting, to ensure maximum satisfaction for everyone, there are several things you should keep in mind:

· If certain people are dominating the conversation, make a point of asking others for their ideas. 
· At the end of each agenda item, quickly summarize what was said, and ask people to confirm that what you said is a fair summary. Then make notes regarding follow-up. 
· Note items that require further discussion.
· Watch body language and make adjustments as necessary. Maybe you need a break, or you need to stop someone from speaking too much. 
· Ensure the meeting stays on topic.
· List all tasks that are generated at the meeting. Make a note of who is assigned to do what, and by when. 
5.      Manage conflict and deal with difficult people
While debate is usually healthy for organizations, some people in the group will test the limits. Because they are angry or feel ignored, they will:

· argue miniscule points 

· be unable to see others’ views 

· or fail to recognize the value of compromise. 

They may be poor listeners or have hidden agendas. Most of the time, difficult people are unaware of how they affect others, or what a serious impact they have on their own careers as well as on the effectiveness of their teams.

To keep difficult people from derailing your meeting, intervene in advance. 

· Speak with them one-on-one so that they can vent or discuss what’s on their minds outside of the meeting context. 

· During the meeting, allow them to have their say, and even ask a few questions, and then move on. Remember, your role as a leader is to enforce time limits.
6. Review action items and follow-up
· At the close of the meeting: 
· Quickly summarize next steps and inform everyone that you will be sending out a meeting summary. 
· After the meeting is over, take some time to debrief, and determine what went well and what could have been done better. 

· Evaluate the meeting's effectiveness based on how well you met the objective. 

· Finally, prepare the meeting summary. This will be forwarded to all participants and other stakeholders. It is a record of what was accomplished and who is responsible for what as the team moves forward. 

· This is a very crucial part of effective meetings that often gets overlooked. 

· You need a written record of what transpired, along with a list of actions that named individuals have agreed to perform. Make sure someone is assigned to take notes during the meeting if you think you will be too busy to do so yourself.
Measuring the success of the meeting

The following items can be seen as critical criteria for a productive meeting:

· Was the purpose of the meeting accomplished? 

· In what way was the mission of the library advanced? 

· What took place in the meeting that was of value? 

· Did the attendees give their undivided attention and their best effort? 

· What are the next steps and who is responsible? 

· Were the boundaries followed? 

· Was respect given and built?
· Was the chemistry of the team enhanced? 
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