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Effective Meetings Checklist

What: A checklist for planning and running effective meetings.  Includes attributes of successful meetings, meeting planning tips, leader “DOs and DON’Ts”, participant responsibilities, behavior tips, and more.
Why:  Meetings have a central role in the management of a project. They can account for a significant amount of resource consumption and must be managed for results. The intended result should dictate the agenda, who needs to attend, and who just needs to be copied on the outcome.
Meetings have a multitude of purposes as listed below. Each requires different agendas, participants and has expected outcomes unique to its purpose. Each requires a different style ranging from consensus building to problem solving.
How:  Review the checklist when creating your project’s overall communication plan.  Also review the checklist before key meetings and before meeting types that have not been done before or done often.  

In addition, remember the importance of “soft skills” such as listening, conflict resolution, negotiating, obtaining buy-ins, heading off issues with pre-meeting triage meetings, engaging reluctant participants and a myriad of “people skills.”  If you are a new project manager or you want to improve on these skills, seek out coaching and training from mentors and successful peers. 

Effective Meetings Checklist

Overall Success Factors

· Know the overall goal of the meeting within the sequence of work you’re trying to get done.  Plan a workable sequence of activity with the right balance of off-line work vs. in-meeting work. 
· Articulate the desired objectives and outcome of each meeting in concrete terms.  At the end of the meeting you should be able to tell whether or not the objective was achieved.
· Invite the right people. Keep stakeholders informed on information such as issues, actions completed etc. if they aren’t needed in the meeting
· Get people properly prepared – take responsibility for getting them materials, giving time for preparation, reminding them, etc.
· Use the right process and tools in meeting- e.g. brainstorming, use of flipcharts etc. (YOU have to plan ahead for what will be effective, don’t run the meeting by the seat of your pants!)

· Manage people during the meeting  (see also our guideline on Solving Meeting Disruptions)
· Manage people, issues, actions before and after the meeting

Preparation:  Structure a meeting to match its purpose  

The purpose will determine what preparation is needed, what materials are needed at the meeting, whether you should use approaches like brainstorming, whether you will need a facilitator, etc.  For instance, you don’t generally need a facilitator for information exchange but a facilitator is a REALLY good idea for a decision-making meeting, where the conversation may be more free form and need some extra guidance.  Different types of meeting “purposes” include:

· Creation:  Team creation of a project vision 

· Planning : Action planning for resolution of a problem.  Planning of a project schedule…

· Technical Review:  Design reviews, documentation reviews, specification reviews….

· Problem Analysis:  Generate possible alternatives for solving a problem, analyze viability, prioritize possible solutions

· Decision making:  Based on previous analyses and investigations, reach a decision on an issue.

· Presentation/ Informational:  Convey information to a group of people.  More transfer versus interactive.

· Status:  Share project status, discuss project issues
Preparation:  To determine the objective, put this meeting in context

· What has gone on before this meeting?

· What needs to happen at this meeting?

· What will happen after this meeting?

· Do we really need this meeting? Or should this work be done offline?
Preparation: Who to invite

· Who has pertinent information?

· Who has authority to act?

· Who has stake in outcome?

· Who has pertinent expertise?

· Who has functional responsibilities?

· What people are necessary to reach goal?

· Who needs development in this area? (and could get some by attending as an observer)
Example: Deciding who to invite to a particular team meeting

· Functional Leads  only (core team) vs. everyone (extended team)?

· When is a subset of people OK? What would cause us to need to reschedule – what people being absent means we should reschedule the meeting?
Example: Deciding who to invite to a design review

· Who absolutely must attend to review this design adequately?
· Is it OK for interested parties to attend too, or will that make the group too big?

· Who are the decision makers that must be there?
· Want to get the right-sized group

· too many people in a design review leads to chaos

· too few people may yield not enough perspectives  on the design
· 5-7 for manageable detailed design reviews

· larger group is OK for architecture, interfaces

· Who are the “right people” for this particular review?
· application experts

· technical experts

· cross-functional representatives (e.g. those who have to build, support, install, service, use the design
· executive sponsor

Running the Meeting:  Effective meeting roles

	Role and Responsibility
	Checklist

	Leader

The person who calls the meeting.   Owns the content.

Will often need to participate in the discussions.   Makes decisions.

The leader invests time in planning the meeting
	· Establish content and desired outcomes.

· Work with facilitator to determine meeting processes. 

· Determine correct attendees, assign roles.

· Prepare/gather/distribute materials.

· Handle logistics.

· Issue an agenda.
· Kick off the meeting positively.

· Maintain the tone – respect always.

· Summarize points – make sure everyone has the same understanding.

	Facilitator

Makes sure the group is using the most efficient methods for accomplishing their goals in the shortest period of time.

Responsible for all meeting procedures, to allow meeting leader to concentrate on content: discussion, issues, and decisions.
	· Control the process but not content. 

· Make sure success conditions are there…buy-in, communication…

· Maintain direction, move the group toward conclusion. 

· Maintain time limits on agenda items, take minority discussions off-line.

· Solicit input from quiet people; watch for suggestion squashing. 

· Acknowledge competence, keep emotional level low; maintain the tone...respect always.

· Suggest adjournment if not enough information to continue, or serious disruptions or conflict.

· Ensure proper breaks are taken.

· Summarize points, get consensus, have minutes taken.

	Recorder

Documents action items, Key Decisions, Critical Issues, attendees.    Provides to leader for publishing.
	· Capture necessary information without disrupting or slowing down the meeting.

· Capture information neutrally, objectively.

· Capture information with “fidelity” to preserve intent, details and clarity, ultimate buy-in to decisions and actions....

	Participant 

Contributes expertise
Participates in discussions and decisions


	· Contribute your information

· Keep it at the right level of detail for the goals of this meeting 

· Discuss any major issues with leader before meeting

· Be positive.      Be proactive: state position

· Listen.    Contribute.    Don’t interrupt.       Stay on the subject
· Don’t get personal.        Acknowledge the competence of others
· When convinced of a new position, say so

· Help the group work together well. Possible roles:
· Harmonizer: Bring calm when things are tense...

· Motivator: help deal with frustration...

· Gatekeeper: helping silent people speak…

· Summarizer: help focus, clarity of progress


Running a Meeting:  Leader DON’TS 

· Don’t exercise too much “position power” 

Don’t over-control the meeting process

Don’t squash other participants by dominating the discussion   Be or use a separate facilitator & preserve neutrality when necessary to solicit group inputs, disagreements. 
· Adverse affects that can occur from leader over-dominance:
· Ultimately will lose support for decisions if they were forced 

· Creates an “unsafe” environment where team members are frustrated and even afraid to contribute
· Will result in low participation by team members

· An ultimately in incomplete data and discussion, poor decisions, and team disharmony
· Other behavioral Tips for a Meeting Leader

· Praise in public- criticize in private

· Deal with problems quickly, directly, diplomatically. 

· Watch your tone of voice!

· Periodically pause and ask or solicit input on progress

· Adjourn the meeting and reconvene if needed
Closing the Meeting
· As meeting progresses, get closure on each item

· At end, review all action items 

- Single assigned responsible owner

- Establish completion date

· Give a final summation

· What next?   Schedule now!

· Leave energized....

Meeting Follow up

· Publish minutes promptly

· Congratulate contributors – thank them for their efforts, energy, participation
· Check with participants: 

· Who were engaged in heated debates

· Who have compromised their personal position to support a group decision
· Who displayed inappropriate behavior during the meeting
· Check on action item work progress to commitment.

If action is required from a non-attendee seek their commitment before publishing minutes OR note alongside the item they have not been consulted as of publication. The action item remains yours until accepted.

· Seek feedback and coaching on your meeting management skills as necessary. 

· Do not ignore warning signs of team trouble that may have surfaced in the meeting. 

· Focus on growing the meeting skills of all your team members.

