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MEETINGS –
Mud Bogging or Bobsledding?

What comes to mind when
I say meetings?
Is it, “Ughhh, we have so many meetings and they just suck

This May 9th, I'm pleased
to present "Everything is
Negotiable - Do it
Skillfully!" at the 2018
Maine Women's
Conference in Portland
Maine.

up all our time”, or “Our meetings feel like driving through a
mud bog; they drag on and it takes forever to get to a point
or agree on anything!” Or are your meetings engaging,

Tickets are on sale now nd out more by following
the link below.

productive and helpful to your work? Do you speed
through them taking the twists and turns with

Maine Women's Conference

organizational savvy like bobsledders expertly maneuvering

The mission of the Maine
Women's Conference is to
draw women together to
connect, educate, inspire,
and empower one another
to assume new and
expanded roles in the
workforce, our lives and

the track?
Well, if it’s more of the rst, then let me help you
become more like bobsledders!
I often hear cries of “no more meetings, PLEASE!”. When I
https://mailchi.mp/e675460a4178/meetings-mud-bogging-or-bobsledding
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examine what a team is doing, I often nd that the original
purpose of the meeting has been lost along the way and
their meetings no longer give them what they need. A lot of
regular sta meetings become long lists of reports and
sharing information in ine ective ways. Nobody wants to

communities.
Be sure to grab your
ticket early - this is an
event you're not going to
want to miss!

sit in a meeting that is neither worth their while nor helpful
in doing their job.
Make meetings come alive and proceed at a good pace
with these steps:

1. Start with the end in mind
2. Use the right process for the outcome you want
3. Have an agenda with times and a time-keeper
4. Have a note-taker who does the minutes
5. Use ground rules
6. Consider a stand-up style for check-in type meetings
7. Never leave without de ning and agreeing on NEXT
STEPS
Let me put some meat on those bones:
1. Start with the end in mind. What is the purpose of the
meeting? Is it to share information? If so, consider number

PREPARATION
is a key to
e cient
meetings.

Have you done your part
to be prepared?
Did you review the agenda
and think about what you
need to bring, what ideas
you can come with, what
documents you might
want to share, what
questions should be asked
or answered before
moving forward?
What can you do to help
move the agenda along
smoothly?

6 below. There are several general purposes for meetings:
Gathering data
Analyzing data
Generating ideas
Narrowing choices

The Five P’s
of

EFFECTIVE
Meetings:

Providing focus
Making a decision
Action planning
Unless you have relatively simple issues, you cannot do all
these things for each agenda item in one meeting! That’s an
assumption that can lead down a meandering road taking
you in the wrong direction via the discussion highway of
circles that lead nowhere. Each of the above purposes can
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handouts, charts, data,
previous minutes, chart
paper and markers or
white board, computer
equipment, etc.
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be part of the same issue, but it’s important to take rst
things rst. Consider the following:
Are you at the stage that you need to gather data and
just understand something before you can do
anything?
Are you trying to make a decision without having the
necessary information or without taking time to
analyze the information you do have?
Are you trying to decide too quickly without
considering the pros and cons of multiple options?
Often times, people will try to run an issue through all these
stages in one meeting and the reason the discussion seems
to go in circles is that you’re trying to gather data, analyze it,
brainstorm options, look at pros and cons and make a
decision all in the same discussion. Often, that is too much
too fast and doesn’t end well.
What’s the purpose of this meeting? At what stage are you?
How many of these stages can you legitimately go through
in the amount of time you have for this meeting? Consider

2. People – Are all the
people you need invited
3. Purpose – Why are you
meeting? What is the need
and do the participants all
understand the need and
the background leading to
the meeting or the agenda
items?
4. Product – What do you
speci cally want to have at
the end of the meeting? Is
it a decision, a policy, a
white paper, a list of what
you need to research, an
analysis of data, a list of
pros and cons, an action
plan, a signed contract…
what’s the end result you
want or need?
5. Process – what is the
appropriate process to get
the outcome you want
from this meeting?

breaking it up. Whatever you decide, be sure that everyone
understands the purpose and what outcome you are
working towards. Otherwise, everyone may have di erent
expectations and be critical that the meeting didn't meet
their expectations. If the purpose and expectations are
clear to everyone, you are much better positioned for

How well do
YOU
give a report at
a sta meeting?

success.
2. Use the right process for the outcome you want. Be
productive by deciding what you want to accomplish in this
meeting, announce it, commit to it with the agenda and
then have the right process to actually get it done. What do
I mean by the right process? In the world of
organizational development work, which is what we, at KCS
specialize in, there are a wide variety of processes for each
one of the purposes I speci ed above. We can help you
design a meeting with a process or processes for the
outcome you’re trying to achieve. There’s often simpler,
https://mailchi.mp/e675460a4178/meetings-mud-bogging-or-bobsledding

If you’re giving a report
or an update consider
speaking in bullets.
Yeah, that’s what I said.
If you were giving your
colleagues a written
report, it would be easier
and faster for them to
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more streamlined ways to get to your outcome than hours
of painful discussion.
3. Have an agenda with times and a time-keeper. Mail
the agenda at least 24 hours in advance. It gives everyone
the opportunity to come better prepared. It’s pretty simple,
but putting it up on a ip chart or a white-board does
several things. First, at the beginning of the meeting, it
gives the group a chance to agree on the time frame. If it’s
clear that you’re trying to cram too much into the meeting,
it gives someone a chance to say so and let the group make
adjustments. Second, it helps people adjust expectations to
make the meeting truly productive. Third, it keeps people
from dragging out a report or their comments by realizing
they’ve got a speci ed amount of time. And yes, you can

read if as much as
possible were in bullet
form rather than
paragraph form.
So if you’re giving a verbal
report, think about
speaking in bullets – tell
them you’re going to do it,
so they don’t think you’ve
started talking like a robot,
but give them the
highlights in short concise
statements.
They’ll appreciate it and
you can start a trend that
will speed it up for
everyone.

adjust the times as you go along. It’s a group negotiation. If
you see that you need more time to nish something, then
the group can decide to table it and nish it at a future
meeting, call for the question by voting on a decision (if it’s
that simple and it’s an appropriate time to ask for a
decision), or keep going and knock something else o
today’s agenda. Let them decide. This keeps the group
engaged, accountable for keeping meeting time relevant
and appropriately limits discussion. Don’t forget to assign
someone as the time keeper. That person should provide
the group a ve-minute notice and ask for concluding
thoughts on the item before moving onto the next topic
listed on the agenda.
4. Have a note-taker who does the minutes. This is a
simple one. Don’t try to lead, run or facilitate the meeting
and also take the notes. The note-taker should be the same

Last, but not least –
periodically assess the
necessity of various types
of meetings.

And if they’re not
working any longer,
either get rid of them
or redesign them!

person who puts out the minutes. The minutes should be
disseminated quickly – within a day or two after the
meeting. The minutes should have names, action items,
next steps and relevant dates for each highlighted with a
di erent color so folks can easily nd their name and
anything they are responsible for following up on and by

More Meeting Tips

what date. This could be a task that becomes a source of
https://mailchi.mp/e675460a4178/meetings-mud-bogging-or-bobsledding
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Arrive 5 minutes
early
Start and end on
time
Bring paper and
pen
Set up equipment
ahead of time
Come prepared
Stay on topic
Be brief
No interrupting
Share all relevant
data
Con rm everything
Have a plan B
Get feedback
Introduce guests

con ict, so consider rotating the task among group
members.
5. Use ground rules. Why? Ground rules help in a variety
of ways. It holds members of the group accountable to
agreed upon norms and supports the culture the group
may be trying to create or maintain. Here are examples
from di erent groups I’ve worked with:
Be on time; start on time; end on time
Cell phones and pagers on vibrate and don’t be
looking at your phone
Put your voice in the room; your idea or comment
doesn’t have to be perfect or perfectly stated – we
value your input and ideas
Equalize air-time among the members of the group
(let everyone speak)
If you don’t know, ask – no stupid questions is our
rule
Mean what you say, say what you mean and don’t be
mean when you say it
It’s ok to take notes on your laptop – (but tell us that’s
what you’re doing so we don’t think you’re working
and not paying attention)
Actively listen
Agree only if it makes sense to you to do so
6. Consider a stand-up style for check-in type
meetings. A lot of teams use a morning meeting or a
weekly meeting just for a check-in about what’s happening,

May
Don't Just Bounce
Back, Bounce Beyond!
June

Top Down and Bottom
Up Goal Alignment

July

Manage UP! Work
E ectively With Your
Manager

status updates, and keeping everyone on the same page.
This can be more e cient than communicating over email.
For one thing, that email chain can become long and hard
to follow or nd when you need it. Another thing,
everybody doesn’t have time or take time to read all their
emails. So, if you’re using this and it meets your needs,
great! If it started out as a great idea, but has become too
long and people are sharing too much, consider making it a
stand-up circle. Take away the chairs and it will instantly
https://mailchi.mp/e675460a4178/meetings-mud-bogging-or-bobsledding
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shorten reports, help people say just what’s needed and get
you out of there a whole lot faster. You can also use these
short stand-up meetings on an ad hoc basis. If there’s a
critical issue, and everyone is around, ask the group for a
10-minute standup. Ten-minute stand-ups can be an
awesome new group tool.
7. Never leave without de ning and agreeing on NEXT
STEPS. The last part of every meeting should be to de ne
the next steps. If you’ve had numerous agenda items, list
next steps for each as you go along so you can simply

Executive
Coaching
KCS Consulting
Services:
Leadership
Development
Team
Development
Customized
Training and
Facilitation
Strategic
Planning

review them at the end of the meeting. Be sure you have
necessary dates and who is responsible for what. A very
appropriate item to include in next steps is what needs to
be done for/prepared by/brought to the next meeting, and
then be sure everyone has the next meeting on their
calendar!
Can I help you design a process for one or more of your
meetings? Do you have a retreat coming up, or an annual
meeting or are developing a whole new meeting to address
a speci c need? Or do you perhaps need a facilitator for a
meeting? Schedule a no-cost consultation to share your
meeting challenges and let’s talk about how I might
help you.

Happy Bobsledding,

Click below to schedule time with me.
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