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Mining Group Gold

Principles for Productive Meetings

Today’s Learning Objectives:

Learn some basic tools and ideas to help us:

· Avoid calling unnecessary meetings…

· Stop wasting our colleagues’ time and energy…

· Stick to the decisions made in the meeting…
· Encourage full participation of everyone in the meeting.
· Close future meetings with a refreshing feeling of accomplishment…
· Hold meetings that get to actual results… and leave our colleagues wishing they could stay with us even longer!
COURSE OUTLINE:

Discussion:  What makes for a productive meeting?

Video:  MINING GROUP GOLD (25 min)

Discussion and Review:

· 5 Questions

· Key Roles

· Facilitation Techniques

· Eliminating Obstacles

Productive Meeting Tools:

1. Five Questions

2. Key Roles: 

3. Facilitator, Secondary Facilitator, Timekeeper, Scribe

4. The Agenda

5. Meeting Openers

6. Meeting Closers

7. Parking Lot

8. Decision Log

9. Action List

10. Why Are We Meeting?

11. Sample Agenda Ideas

· Enlightened Leadership Framework

· The Brainstorming Meeting

· The Regular Reporting Meeting

DISCUSSION: 

What kinds of meetings are you typically involved in?

	

	

	

	

	

	


What is your usual role in these meetings?

	

	

	

	

	

	


What causes meetings to be productive?

· How should sessions be conducted?

· What should be achieved?

	

	

	

	

	

	

	

	


PRINCIPLES OF MEETING MANAGEMENT – WORKSHEET II (Exercise B)

What is your point of view?

	· A:  Strictly adhering to agendas and time schedules squeezes the freedom out of a meeting.  Flexibility is key to creativity.

· B:  Setting agendas and timetables are critical to keeping a session on track and productive.
	· G:  When team leaders truly believe in their ideas, they should not hesitate to use the power of their position to persuade group members to go along.

· H:  Team leaders should avoid trying to use their position to influence the direction of a discussion.  They should inform the group when they advocate a position that they are speaking as a member of the group, not as the leader of the group.

	· C:  A team leader is first of all a “leader”.  This means having vision and persuading team members to support his/her proposals and ideas.

· D:  A team leader is first of all a “facilitator”.  This means ensuring that all team members have equal opportunity to express ideas, make proposals and have a fair hearing.
	· It is the team leaders job to keep the group on track and limit unproductive behavior.  Group members who try to do this undermine the authority of the team leader.

· The entire group has a stake in being productive.  When the group process is sidetracked, for any reason, any member should have permission to call it to the group’s attention.

	· E:  A facilitator should be a neutral moderator of group discussions – if they inject their own views into the discussion, they undermine free flow of ideas.

· F:  Any team member can act as a facilitator and has a dual role:  keep the discussion focused and on track; and contributing thoughts and ideas to the group.
	· When emotions enter a group discussion, it’s better to be professional and put them aside – and deal with them later.

· Emotions are factors that will affect a group’s productivity.  they should be aired and processed at the time they enter the discussion.


VIDEO NOTES: MINING GROUP GOLD:

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	

	


5 KEY QUESTIONS:

1. What is the ____PURPOSE________ of this meeting?

2. What are the desired _____OUTCOMES___?

3. Who will be the __FACILITATOR______, _TIMEKEEPER_______ and __AGENDA_______?
4. What is the ____AGENDA_________ we will follow?

5. How much _____TIME________will we allow each segment of the agenda?

4 KEY ROLES:

_PRIMARY FACILITATOR - charged with helping the group accomplish its desired outcome as an objective non-participant.

SECONDARY FACILITATOR__:
All meeting participants – charged with helping facilitate from within the group.

TIMEKEEPER__________:
Keeps track and informs the group of time spent on each agenda item 


SCRIBE______________:
Records key points, decisions and action items – does this actively, seeking confirmation from the group.

FACILITATION:

Facilitation occurs when any participant behaves in a manner that advances any one of three basic goals:

1. Creating/enforcing good __STRUCTURE_____ and _PROCESS________ for achieving group’s desired outcomes for the meeting.

2. Making sure _INFORMATION__________ and _DECISIONS___ are shared and understood in an 

__OPEN AND SAFE____________________environment.


3. Removing any ____INTERNAL BLOCKAGES________________ hindering the group from accomplishing its desired outcomes.  (emotions, anger, verbal domination, withdrawing, etc.)

Facilitating is everyone’s job.  The primary facilitator cannot be expected to be sensitive to all task, process and individual problems existing at any given moment in a meeting.  Each participate is therefore appointed as a Secondary Facilitator to do 2 things: 

· Monitor the group’s _BEHAVIOR_____________.

· Monitor ___YOUR OWN________________________behaviors.

A.  PRODUCTIVE MEETING TOOLS: THE AGENDA

(9:00-12:00)
	Order
	Subject
	Resp.
	Purpose

(Share, Inform, list, prioritize, decide, analyze, recommend, etc.)
	Desired Outcome of Subject
	Time
	Finish by

	
	Agenda Check
	KH
	Inform
	Assign Roles

Confirm Schedule
	10 min
	9:10

	1
	Welcome & Opening Discussion
	KH
	Interact
	Focus our attention on the actual kinds of meetings we are in, our roles, and productivity tools.
	30 min
	9:40

	2
	VIDEO: Mining Group Gold
	KH
	Watch
	Take detailed notes (p. 4) Mark items you think could work in your setting.

Review content of video.
	25 min
	10:05

	3
	BREAK
	
	
	
	10 min
	10:15

	4
	Video Review
	KH
	Discuss
	Discuss tools – identify ways we could actually use one or more of these tools:

· 5 Key Questions

· 4 Key Roles

· Facilitation

· Agenda

· Openers & Closers

· Parking Lot

· Decision Log

· Action List

· Ground Rules
	30 min
	10:45

	5
	Meeting Dynamics
	KH
	Discuss
	See how men & women do meetings differently.

Review our own behavior in light of some standard Productive Meeting Behaviors


	30 min
	11:15

	6
	Review Sample Agendas
	KH
	Analyze & Recommend
	As time allows:
- Types of meetings

- Enlightened Leadership

- Brainstorming

- Regular Reporting Meeting
	20 min
	11:35

	7
	Session Application
	KH
	Time of Reflection and Sharing
	Identify one or two tools that you will really use
	25 min
	12:00

	8
	
	
	
	
	
	

	9
	
	
	
	
	
	


B.  PRODUCTIVE MEETING TOOL: OPENERS
Open ended questions that focus the attention of the group in an active, involving way; refocus the group on the subject at hand; and starts on a positive!

· “What have you accomplished since we last met?”

· “What are you working on right now that you are excited about?”

· “What has your team learned from its progress on this project?”

·  “What is one thing you appreciate about __________(another team member)?”

· “Describe what you would like to accomplish in this meeting?”
· 
	BENEFIT of Openers:


C. PRODUCTIVE MEETING TOOL: CLOSERS
Open-ended questions that end the meeting on a positive note communicate a sense of accomplishment.

· “What have you appreciated most from the time we spent together today?”
· “What have been the two or three biggest benefits you’ve received from this meeting today?”
· “In what specific ways will you be able to apply what you learned?”
· “What can you be counted on to do?”
· “What is one thing we discussed that you hope everyone heard and understood today?”
· “What are one or two things that we’ve learned in this conversation that we can use going forward?”
·  

	BENEFITS of Meeting Closers:


D.  PRODUCTIVE MEETING TOOLS: THE PARKING LOT

BENEFITS of the Parking Lot:
· Validates participants who bring up unrelated points but prevents the group from derailing.  

· It allows a gentle way of steering group back to task. (ie. “Perhaps this is an item for the Parking Lot”)

· Captures important thoughts and ideas to be picked up on later.

· Forces the group to ask: “What is the best use of our time?”
E.  PRODUCTIVE MEETING TOOLS: THE DECISION LOG

BENEFITS of the Decision Log:

· Good decisions are not lost
· Recording it clarify the actual decision made and surfaces any misunderstandings
· Fosters a sense of achievement for the group
· Lends a finality to the meeting decisions.
F.  PRODUCTIVE MEETING TOOL: THE ACTION LIST

BENEFITS of the Action List:

· Captures all those “we should” statements

· Clarifies the next steps identified

· Fosters a sense of accomplishment to the group

G.  PRODUCTIVE MEETING TOOL: The Ground Rules 
Here is a set of suggested ground rules for meetings:

1. Purpose:  What is the purpose of this meeting?  What is the purpose (intent) of each agenda item?

· Sharing information

· Clarify or interpret information

· Generate recommendations

· Identify and prioritize related issues

· Analyze the problem

· Make a decision


2. Agenda:  We will stick to agenda items and time allotment unless the group decides to depart from it.

3. Parking Lot: We will record all important yet off-topic items which cannot be accomplished in 10 min or less on the Parking Lot to be addressed later.

4. Points of Action: We will identify and record all “Points of Action” (what, who, by when).

5. Decision Log: We will identify and record all explicit or implicit decisions made (or potential decisions to be made) on a Decision Log. 

6. Solutions vs. Problems:  We will limit our discussion of, clarification of, reiteration of, complaining about the problems to 20% of the allotted time so that we can focus 80% of our time on creative solutions.  

7. Productive Meeting Behaviors: We give permission to the facilitator to point out any unproductive meeting behaviors.  Each participant commits, as a secondary facilitator, to watch his/her own behavior and to remind one another of productive meeting behaviors.

	Meetings:

How We Play Them Differently



	Men
	Women

	· Speak at length

· Declamatory voice

· Interrupt

· Resist being influenced, especially in public
	· Speak briefly

· Phrase as a question

· Wait turns

· Smile more (“verbal applause”)


What are the implications our different approaches (what are we likely to assume about the other)?

	

	

	

	

	

	

	What can I do to increase the effectiveness of our meetings? 



	

	

	

	

	

	


H.  PRODUCTIVE MEETING TOOL: Productive Meeting Behaviors
There are many unproductive behaviors that will cause any meeting to tank and fall short of expectations.  Each of us is responsible to hold each other accountable to productive behaviors like these:  


· Participation: we agree that non-participation or silence indicates __AGREEMENT__________.
· Courtesy: Verbal  _DOMINANCE__________ and “_LONG TALKING_____” inhibits an equal and open exchange of ideas.

· Focus:  Keep “rabbit trails” into _UNSCHEDULED_________________ topics short (2-3 minutes)

· Openness:  Don’t be a “__SNIPER_______________” of new thoughts or ideas (i.e. “we’ve tried that before”).

· Acknowledge emotions:  Move from _FEELINGS________ ( _FACTS____________ ( 

_SOLUTIONS_________________________.

· Clarity and Directness:  avoid _IMPLIED__________________ meanings … if you know what I mean.  Don’t force people to wonder, “what did he mean by that?”

· Forest or Trees? Is this discussion on a ___BIG-PICTURE STRATEGIC__ level or a day-to-day 

_TACTICAL_________________ level?
· Plow the field once: there is no need to have the same discussion __TWICE________________.

· Checks & Breaks:  Have frequent __PROGRESS_______________ and __PROCESS________ 

checks.  Plan plenty of _STRETCH BREAKS___________.  This builds momentum and re-energizes the group.

· Closure:  Seek closure on every subject by using __SUMMARY__________________ statements like, “so, let me restate what I understand to be the decision” or, “so, where did we end up?”



I.  PRODUCTIVE MEETING TOOL: Why are we meeting?
1. REPORT: Reporting to the group or getting reports from one another – field questions, create buy-in, gauge reaction, surface concerns, etc. 
Key Concern to overcome: Waste of time – email it to me.
2. BRAINSTORM: Generate a meaningful list of issues to be dealt with; or a list of alternatives, options, ideas, outside the box thinking, etc. 
Key Concern to overcome: What happens next? What are they going to do with this information?
3. DECISION MAKING: Gather the group to make a decision – present the group with information in order to make a key decision there and then.  (democratic vote?)  
Key Concern to overcome: Authority, is this a real decision?
4. GOAL SETTING: Gather the group in order to set mutual goals and/or goals for each represented group.  
Key Concern to overcome: Authority, are these the real goals? Accountability, so what?

5. ACTION PLANNING: Present the group with a decision (course of action) and then create an action plan in which each represented group has a role.  “Here is what we must accomplish, now, figure out how to do it.”
Key Concern to overcome: Accountability, so what, what happens next?
6. TRAINING:  Gather the group in order to learn something new (or review something) with the goal of increasing their personal effectiveness and/or creating commitment for a particular idea or concept (ie. customer service)
Key Concern to overcome: Waste of time, Accountability – great ideas I’ll never implement
7. RELATIONSHIP BUILDING / FUN:  Gather the group for the specific purpose of building relationships and having fun together in a fresh setting.
Key Concern to overcome:  Waste of time – I’ve got more important things to do. 

8. CELEBRATION:  Gather the group to celebrate a particular group accomplishment and/or honor someone specific.
Key Concern to overcome: Waste of time – I’ve got more important things to do.


ENLIGHTENED LEADERSHIP
SAMPLE AGENDA 1

	Order
	Subject
	Resp.
	Purpose

(Share, Inform, list, prioritize, decide, analyze, recommend, etc.)
	Desired Outcome of Subject
	Time
	Finish by

	
	AGENDA CHECK
	
	
	Set Tone
	
	

	1
	What is already working?
	
	List
	Identify our strengths.  

Determine why are we successful?

Discover where do we agree.
	
	

	2
	What, specifically, causes it to work?
	
	Analyze
	Identify underlying causes of success.
	
	

	3
	What is our goal?
	
	Decide
	Tie back in to the “big picture”

Visualize why we are here in the first place?
	
	

	4
	What is the benefit of reaching our goal?

To the organization, team, customer, me personally.
	
	Decide
	Rediscover our motivation for reaching goal.  Build ownership. Gain buy-in.
	
	

	5
	What should we do more of, less of, better or differently in order to reach our goal?
	
	Decide (or recommend)
	Focuses thinking on creative solutions rather than only on the problem.
	
	

	6
	Who is doing what by when?
	
	Decide
	Clarify the next steps.

Foster accountability.
	
	

	7
	REVIEW
	
	
	PARKING LOT

DECISION LOG

ACTION LIST
	
	

	8
	
	
	
	
	
	

	9
	
	
	
	
	
	

	10
	
	
	
	
	
	


THE BRAINSTORMING MEETING 
SAMPLE AGENDA 2

	Order
	Subject
	Resp.
	Purpose

(Share, Inform, list, prioritize, decide, analyze, recommend, etc.)
	Desired Outcome of Subject
	Time
	Finish by

	
	AGENDA CHECK
	
	
	
	
	

	1
	The DEMAND
	
	Analyze, Prioritize
	· What are we here to solve?

· What is the problem?

· What is causing the problem?
	
	

	2
	The STARTING POINT
	
	List
	· What is already working?

· What must we preserve?

· What do we have going for us?
	
	

	3
	The OBJECTIVES
	
	List, Prioritize
	· What do we want our ideas to do?

· What does our solution need to accomplish?

· How would reaching this goal overcome the demand?
	
	

	4
	RESOURCES & IDEAS
	
	List
	· How are others solving similar problems?

· What models do we have?

· What new ideas do we have?
	
	

	5
	PRIORITIZE
	
	Prioritize

(Decide or Recommend)
	· Which ideas alter the conditions causing the problem?

· Which ideas are most responsive to the goal?
	
	

	6
	The PROCESSES
	
	Decide or Recommend
	· How can we turn our ideas into methods, plans, products, services that will meet the objectives?
	
	

	7
	COMMUNICATIONS
	
	Decide
	· List all the people who must contribute to implementation

· How will we transfer our ideas to people who might value them?
	
	

	8
	Review
	
	
	PARKING LOT

DECISION LOG

ACTION LIST
	
	


REGULAR REPORTING MEETING
SAMPLE AGENDA 3

	Order
	Subject
	Resp.
	Purpose

(Share, Inform, list, prioritize, decide, analyze, recommend, etc.)
	Desired Outcome of Subject
	Time
	Finish by

	
	AGENDA CHECK
	
	
	Set Tone
	
	

	1
	OLD BUSINESS

1. Progress update

2. Where are we now?

3. Area Reports

4. Listed in order with time allotment
	KH

RS

AC
	Share, Inform
	Brief factual review or pre-determined items.  These could be typed up and sent in advance.
	
	

	2
	NEW BUSINESS

1. Items sent in before meeting starts

2. Things we must discuss

3. Scheduled new business items
	KH

JJ

BC
	Various
	
	
	

	3
	PARKING LOT

1. Items to be discussed now

2. Items to be added to next month’s New Business

3. Items to be taken up in a different format

4. No discussion needed
	
	Various
	Items identified during today’s meeting.

Prioritized and discussed today or rescheduled.
	
	


SESSION APPLICATION:

	What tools / concepts could you see yourself and/or your team using?
	In what specific setting?

	
	

	
	

	
	

	
	

	
	

	
	

	
	


What, specifically, could you do more of, better or differently going forward?

	

	

	

	

	

	

	

	


If you could encourage your team (or manager) to use one specific tool or idea, which one would you select?  

	

	

	

	


Evaluation-Feedback Form

2/24/2001

1.
How would you evaluate the course overall?

 FORMCHECKBOX 
 Excellent

 FORMCHECKBOX 
Very Good

 FORMCHECKBOX 
Good

 FORMCHECKBOX 
Fair

 FORMCHECKBOX 
Poor

2.
Topics covered were relevant to your needs or concerns:

 FORMCHECKBOX 
Excellent

 FORMCHECKBOX 
Very Good

 FORMCHECKBOX 
Good

 FORMCHECKBOX 
Fair

 FORMCHECKBOX 
Poor

3. 
Usefulness of the handouts:

 FORMCHECKBOX 
Excellent

 FORMCHECKBOX 
Very Good

 FORMCHECKBOX 
Good

 FORMCHECKBOX 
Fair

 FORMCHECKBOX 
Poor

4.
The content was clear and understandable:

 FORMCHECKBOX 
Strongly Agree
 FORMCHECKBOX 
Agree
 FORMCHECKBOX 
Not Sure
 FORMCHECKBOX 
Disagree
 FORMCHECKBOX 
Strongly Disagree

5.
Audio/visual aids were used effectively:

 FORMCHECKBOX 
Strongly Agree
 FORMCHECKBOX 
Agree
 FORMCHECKBOX 
Not Sure
 FORMCHECKBOX 
Disagree
 FORMCHECKBOX 
Strongly Disagree 

6.
Instructor kept the program alive and interesting:

 FORMCHECKBOX 
Strongly Agree
 FORMCHECKBOX 
Agree
 FORMCHECKBOX 
Not Sure
 FORMCHECKBOX 
Disagree
 FORMCHECKBOX 
Strongly Disagree

7.
Instructor’s subject knowledge was:

 FORMCHECKBOX 
Outstanding

 FORMCHECKBOX 
4

 FORMCHECKBOX 
3

 FORMCHECKBOX 
2

 FORMCHECKBOX 
Unacceptable

8.
Would you recommend this course to a team member?




 FORMCHECKBOX 
Yes


 FORMCHECKBOX 
No

9.
What did you like best?  

	

	

	

	10.        What could we do better next time?

	

	

	


11.
Years at MBI _______   

Successful meetings have a clearly communicated purpose, a defined “deliverable” and agreed upon follow-up expectations.
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Use this Model for:


Brainstorming


Problem Solving


Conflict Resolution


Goal Setting


Planning


Reviewing progress


Performance review


Project Planning


etc.





PARKING LOT





for all OFF TOPIC yet IMPORTANT items





Every time we “RABBIT TRAIL” into an off-topic discussion, we will allow no more than 2-3 minutes of it.


Then, we will ask:  “Is this important enough to take us off of our agenda right now?  


If so, set a time limit.


If not, add it to the PARKING LOT for future discussion.


Periodically, we will review Parking Lot items and decide what to do with them?





DECISION LOG





Every time the group reaches a decision point, record it here!


You’d be amazed how many good decisions are lost because they are not written down.








ACTION LIST





Every time someone says, 


“we should do…”


“we could do…”





We will record the task and who is going to do it, by when





Tip:  Don’t break stream of thought, revisit the list later to add the “who” and “when”





5 key: Purpose, outcomes, facilitator, timekeeper, scribe, agenda, time.


4 Key: primary facilitator, secondary facilitator, timekeeper, scribe.


Facilitation: structure, process, information and decisions, open & safe, internal blockages.


Facilitating is everyone’s job: behavior, your own.





Agreement, dominance, “long-talking”, unscheduled, sniper,  feelings, facts, solutions, implied, big-picture (strategic), tactical, twice, progress, process, stretch breaks, summary.








P. 6
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