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Author of the best-selling book Death by Mesting offers insights on how to make meetings more
productive and less painful.

1. Know the purpose of your meeting. Is it about solving a tactical, short-term problem, or a critical
strategic issue? Are participants meant to brainstorm, debate, offer alternatives, or just sit and listen?
Don't let your meeting devolve into a combination of all of these, leaving people confused about what
is going on and what is expected of them.

2. Clarify what is at stake. Do participants understand the price of having a bad meeting? Do they
know what could go wrong if bad decisions are made? If not, why should they care?

3. Hook them from the outset. Have you thought about the first 10 minutes of your meeting and
how you're going to get people engaged? If you don't tee up your topic and dramatize why it matters,
you might as well invite participants to check-out.

4. Set aside enough time. Are you going to be tempted to end the meeting before resolution has
been achieved? Contrary to popular wisdom, the mark of a great meeting is not how short it is, or
whether it ends on time. The key is whether it ends with clarity and commitment from participants.

5. Provoke conflict. Are your people uncomfortable during meetings and tired at the end? If not,
they're probably not mixing it up enough and getting to the bottom of important issues. Conflict
shouldn't be personal, but it should be ideologically emotional. Seek out opposing views and ensure
that they are completely aired.

These five tips alone can improve the quality of our meetings, both in terms of the experience itself as
well as the outcome. And considering the almost universal lethargy and disdain for meetings, they
can transform what is now considered a painful problem into a competitive advantage.
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1. Lightning Round Notes
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I. Lightning Round (5-10 minutes)

Ask each team member to list the Top 3 things on their plate
for the coming week. This shouid take no jonger than 1 minute

per parson, even with a couple of follow-up questions. Note any

issues that need to be discussed further.

III. Tactical Agenda Items (30 minutes)
Discuss the potential tactical lssuas 1o be covered, assign an
order for that discussion and dive in. These {ssuss may have
arisen either in the lighining round or the Scorsboard Raview.

V. Decisions/Actions (5 minutes)

Ask one teamn member to chart the decisinns and actions that
were commitiad o during the meeting. Team leaders should
note these as well,

I1. Scoreboard Review (5 minutes)

Review the thematic goal and defining objectives of youwr
business and note the surrent status of each.

IV. Potential Strategic Topics

As you progress through your meeting, use this area {o note
the topics that you need to cover during & strategic mesting.
Be sure to resist the tempiation to resolve them right away.

VI. Cascading Messages (5 minutes)
Discuss whal, if anything, each team member should

communicate o their diract reports from the masting.
Agres on a lmeframe for that communication to happen.
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How effective are meetings in your organization? Take the following quiz and find out.

1. Yes/No Are your meetings dull and uninspiring?

2. Yes/No Do team members question the usefulness of meetings?

3. Yes/No Are critical issues avoided or overlooked during meetings?

4. Yes/No Do you wonder if team members are holding back during meetings?

5. Yes/No Do team members complain about having to attend meetings?

6. Yes/No Do you find that meetings end without resolution of critical issues?

7. Yes/No Do you discuss administrative, tactical and strategic topics during the same
meetings?

8.  Yes/No Are important discussions cut short because of time constraints?

9.  Yes/No Is your team reluctant to go off-site more than once a year to review the state of

the organization and business?
10. Yes/No Do team members seem disengaged during meetings?

If you answered NO to all of these questions, congratulations! You have one of those rare teams that
has mastered the art of meetings.

If you answered YES to 1-4 of these questions, you could probably improve your organization's
decision-making and overall effectiveness by making a few adjustments to the structure and content
of your meetings.

If you answered YES to 5 or more of these questions, your meetings are probably causing you to
waste considerable resources, both human and financial, and creating confusion within your
organization. You should consider making significant changes in the content and structure of your
meetings.
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