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MEETING  FACILITATION


Professor John Barkai


Facilitation is a way of running meetings.  There are as many forms of facilitation as there are types of meetings.  However, I would classify meetings for facilitation purposes into two major types: 1) the regularly scheduled group meeting (such as department meetings, club meetings, board meetings, law firm meetings) run by the group leader (such as the Chair or President), and 2) the special one-time or limited purpose meeting (task force, planning group, ad hoc committee).


In some meetings, the facilitator simply acts like the chair of a regular meeting.  Sometimes the facilitator leads the group through a specific process designed by the facilitator to get the group to a specific goal.  Examples would include a strategic planning process or a "partnering" meeting before the beginning of a construction project.  Sometimes the facilitator acts like a mediator to help the group resolve conflicts.  When a neutral third-party is brought in to facilitate a meeting the decision-making is often expected to be done by consensus.


The ideas expressed in this document are a combination of a few original thoughts and mainly extensions of the ideas and writings by Interaction Associates, Dee Dee Letts (Center for A.D.R.), Peter Adler (Hawaii Justice Foundation), members of the University of Hawaii's Program on Conflict Resolution, Donna Ching (University of Hawaii, College of Tropical Agriculture), and various facilitation books listed in this document.


MEETING FACILITATION
Facilitate means: "to make easy."

A Meeting Facilitator is: 


someone who makes meetings easier and more productive.

Meeting Facilitation can be defined as: 


1) assistance in the planning and running of meetings, or


2) the art of guiding the group process toward the agreed objectives, or


3) a method of running meetings using a facilitator (a neutral third-party) to assist the group with agenda development and meeting procedure.  The facilitator is focused on process (how the meeting is run) and leaves content (what is decided) to the participants at the meeting.  The facilitator serves the group.

All meetings should have a purpose and a desired outcome.

	PRIVATE 
THE 

MEETING

PURPOSE:
	"WHY" the meeting is being held or "what" it is intended to accomplish.


	PRIVATE 
THE

DESIRED

OUTCOMES:
	are products or results you want to have at the end of the meeting.



FACILITATION


&


CONSENSUS 

THE

BELIEF:




Facilitators believe that full cooperation between all people who will be affected by a decision is both possible and desirable. The values of shared decision making, equal opportunity to participate, equality, power sharing, and personal responsibility are basic to full cooperation.  The work of the whole group is better and more creative than the work of any single individual.

To put this another way:



1 + 1 + 1 + 1 = 5 or more

CONSENSUS: 




Using consensus for decision making can take longer than voting, but the decisions are more likely to work and take effect more quickly because they have been agreed to by the whole group.  

	PRIVATE 
KEY INGREDIENTS 

OF A SUCCESSFUL MEETING

	The group must agree on a content focus

The group must agree on a process focus


CONTENT is: 
WHAT is accomplished. 


What is discussed.  


The problem being dealt with.  


Whatever is acted on. 


The subject matter of the meeting. 


The END.

PROCESS is: 
HOW things are accomplished. 


How the content is discussed.


How the group holds its meeting. 


The MEANS.

Examples of process: 


brainstorming 


prioritizing


suggesting


listing


discussing

organizing

ev   evaluating

deciding


FACILITATION KEYS

Process v. Content

Meeting roles: 


Facilitator, Recorder, Group Member

Group memory

Purpose & desired outcome

"Facilitator talk"

Ground rules

Detailed, visual agenda 

Decision making: prefer consensus; accept voting

Preventions: 


- ground rules


- process suggestions agreed to by group

Interventions


- enforcing ground rules 


- dealing with difficult people

Room arrangement

Start and end on time

Stakeholders

Clarify positions, interests & emotions

Opening & introductions

Brainstorm lists

Narrowing

  prioritize or rank order (N/3) 

  greatest hopes & fears

  strengths / weaknesses

  develop criteria & use

Balance MBTI types: 

  E & I: Talk-a-lots; talk-a-littles

  J & P: Quick deciders; never deciders

Creating time lines

Next steps: get volunteers or assign homework
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FACILITATION KEYS DEFINED 

	PRIVATE 
Process & content focus
	The facilitator is in charge of the process - "How" the group will do its business. The group members are in charge of the content - "What" the group is meeting about.

	Meeting roles
	The facilitator and recorder are the "new" roles introduced by facilitation. The facilitator leads the group process; the recorder writes the "essence" of what group members say on sheets of paper. This "group memory" is taped to the walls where it can be seen by all participants.

	Group memory
	Comments by group members, written by the recorder, and usually taped to the walls.  Transcribed as the minutes.

	Purpose & desired outcome
	Why the meeting is being held and what "product" is expected at the end of the meeting.

	"Facilitator talk"
	What the facilitator says during the meeting. Mainly open questions, clarifying questions, active listening, and suggestions about process.

	Ground rules
	Standards for meeting behavior that are agreed to by the group. The facilitator enforces these rules when necessary to keep the discussions on track.

	Preventions: 
	What the facilitator does to prevent the meeting from becoming ineffective.  The most typical preventions are to establish ground rules and to make process suggestions which are agreed to by group.

	Interventions 
	What the facilitator does to enforce the ground rules and deal with difficult people

	Detailed, visual agenda
	The agenda is planned in detail and agreed to by the participants. The agenda is itself a prevention, and reference to the agenda can be an intervention.

	Effective room arrangement
	Usually the group is seated in a horseshoe design facing the group memory.

	Decision making method
	Most facilitated meetings prefer consensus but accept voting as a fallback method for making decisions.

	Time
	Start and end on time.  Set an ending time for the meeting.

	Process Suggestions
	Suggestions made by the facilitator to the group about what the group might do next.


	PRIVATE 
FACILITATION CONSIDERATIONS

	PRE-MEETING
	
	MEETING

	PLANNING THE MEETING
	
	RUNNING THE MEETING

	

	Decide meeting purpose
	
	Explain meeting purpose

	Decide desired outcome
	
	Explain desired outcome

	Stakeholder analysis &

  invitation list
	
	Set definite start and stop times (extend with consensus of group)

	Detailed agenda planning
	
	Explain & get agreement on agenda or develop the agenda with consent of group

	Room Arrangement
	
	Preventions: 

process suggestions --> get agreement

	Decision making method
	
	Ground Rules

	
	
	Group memory

	
	
	Use facilitator Talk

	
	
	Explain decision making process

  Consensus (voting?)

	
	
	Creating options


Brainstorm lists

	
	
	Narrowing the options

  Rank order (N/3)

  Strengths / weaknesses

  Develop criteria & use them

  Force field

	
	
	Interventions for difficult people & difficult situations

	
	
	Closing

	
	
	Balance MBTI types: 

- Es & Is (Talk-a-lots & Talk-a-littles)

- Js & Ps (Quick deciders & 

  Keep your options open)



GROUND RULES

Ground Rules are standards for meeting behavior that are agreed to at the beginning of the meeting and the group agrees to abide by them.  The facilitator asks the group for the power to enforce the ground rules during the meeting.

Be brief

It's OK to disagree

Everyone participates, no one dominates


Limited air time; No one talks 1st, 3rd, 5th, etc.; 


The first person to raise a hand should not always speak first.

Listen as an ally

Operate by consensus

Be courteous

Honor the time limits

Each person has     minutes to speak

No one pulls rank in the room

Be solution oriented

Listen for understanding

Stay focused

You have permission to be creative

Please stay to the end

Ambiguity is OK

We can learn from each other

Trust yourself, the process, and those you work with

Conversation creates possibilities

Hard on the problem; soft on the people


CONSENSUS:


is

an agreement shared 

by all group members 



POSSIBLE LEVELS OF CONSENSUS ARE:

1.
Unqualified "YES!"

2.
It's perfectly acceptable

3.
I can live with it, but I am not enthusiastic.

4.
I do not fully agree. I want to express my view. But I will support the decision of our group. 


*******************************

5.
I do not agree. I will stand in the way.  We do not have consensus.
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THE FACILITATOR'S ROLE IS TO:
from Ching's stuff
Keep the group focused by:


- being clear about the group's purpose 


- being clear about the desired outcomes


- reviewing the proposed agenda


- developing and enforcing ground rules


- clarify expectations at the beginning


- getting agreement on a content focus


- getting agreement on a process focus


- reminding participants about content and process


- providing positive reinforcement 


- keeping the group on track


- making process suggestions

Create a safe environment by:


- protecting participants from personal attack


- ensuring everyone participates


- dealing with difficult people

Close effectively by:


- developing "next steps"


- getting commitments for follow-through


- summarizing accomplishments


- evaluating the meeting


THE FACILITATOR'S TASKS
Pre-Meeting

· 
Establishes purpose, outcome & topics with leader

· 
Identifies and invites stakeholders

· 
Plans agenda before meeting


· 
Sets up room arrangement

· 
Decides how decisions will be made

· During the meeting

· 
Builds agenda (if not done prior)

· 
Describes purpose of the meeting to group

· 
Reviews and gets agreement on agenda

· 
Suggests ground rules

· 
Gets permission to enforce the ground rules

· 
Gets agreement on agenda

· 
Makes process suggestions

· 
Focuses the group 

· 
Keeps group on track

· 
Identifies additional information that is needed

· 
Regulates discussion "traffic"

· 
Ensures participation from everyone

· 
Active listens, clarifies, and restates for the recorder

· 
Reframes polarizing or destructive comments

· 
Defends people from personal attack

· 
Deals with difficult people

· 
Remains neutral; does not contribute or evaluate ideas

· 
Sets up "next steps" for the group

· 
Monitors time; starts and ends on time

· Post-Meeting

· 
Produces group memory for participants

· 
Checks on follow through steps
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GROUP MEMORY
· 
A visual record

·         Can be used as the minutes

· 
Helps focus the group 

· 
Legitimizes people's ideas

· 
Depersonalizes ideas

· 
Provides a non-human target for criticism

· 
Prevents repetition

· 
Is inexpensive and easy to use

· RECORDER
· 
Captures ideas in the "Group Memory" 

· 
Uses the group's key words and phrases, or

· 
Paraphrases or reframes when original words are not productive

· 
Remains neutral and does not participate

· 
Asks the group to slow down, if necessary

· 
Helps the facilitator keep track of information

· SPECIFICS OF RECORDING
· 
Label and number the pages

· 
Print in big letters

· 
Alternate colors; avoid fruits

· 
Can they see it in the back?

· 
Abbreviate where possible

· 
Establish a "clipboard"

· 
Make corrections non-defensively

· 
Spelling does not count

· 
Bring pens, tape, and paper

· 
Highlight agreements [ ]

· 
Don't wreck their walls


GROUP MEMBERS
beef up

have the responsibility to:

Be on time

Maintain a positive attitude

Contribute ideas

Avoid being defensive about their own ideas

Be brief; share the "air time"

Listen as an ally to other ideas 

Ask for clarification

Avoid interrupting

State concerns openly

Make commitments

Avoid side conversations
	largely from Donna ChingPRIVATE 
Talking Facilitation Talk

	TECHNIQUE
	WHAT TO SAY OR DO

	Explain roles:

facilitator

recorder

group member

group's leader
	I'll be acting as your facilitator for the group.  I won't contribute ideas or evaluate the ones that you have.  My job is to stay neutral and guide the meeting.  I need your help.  If you find me getting out of line in any way, being manipulative or not fully understanding what you're saying - please let me know.  Peter will be the recorder. His job is to ...

	Be clear about the group's purpose 
	The reason we have brought you all together is to ...

	Be clear about the desired outcomes
	At the end of the day, we hope to have a list of ...

	Clarify decision making process
	Today we will be proceeding by consensus.  Consensus means..

	Ask for introductions 

(for new groups)
	Before we go any further, could you help us to get to know you a little better by telling us your name and something about your association with the group?  For example, why you joined the organization or how long you've been a member.

	Develop and enforce ground rules
	(Provide or develop a list).  Is there anyone who cannot live with these ground rules?

	Clarify expectations
	Many times people come to meetings with different expectations about what they want to accomplish.  To find out what your expectations are, let's go quickly around the room and share your expectations for this meeting.

	Get agreement on a content focus
	Can we agree that today we will be working on ...

	Get agreement on a process focus
	I'd like to first brainstorm a list of possible problems and then discuss and prioritize them.  Will that work for everyone?

	Provide positive reinforcement contributions
	Thank you for your suggestion Dee Dee.

	Keep the group on track
	We seem to be starting to evaluate the solutions before listing all potential solutions. Can we stick with the listing right now?

	Make process suggestions
	What if you each get 3 votes for your top items on this list?

	Protect participants from personal attack
	What is it about the idea that doesn't appeal to you?

	Ensure everyone participates
	John, we haven't heard from you. What do you think?

	Deal with difficult people
	John, I think we already have that suggestion listed in the group memory.  Anything else?

	Develop "next steps"
	What will we need to do at our next meeting?

	Get commitments for follow-through
	Who is willing to call and get the information about ...

	Summarize accomplishments
	Today we were able to ...

	Evaluate the meeting
	Before we leave could we take a few minutes to evaluate how our meeting went today and how our meetings could be even better in the future?



- based on the work of Donna Ching


PREVENTIONS:
are facilitation techniques used in anticipation of certain common meeting problems.


Key Prevention Strategy:


get the group to agree on process and then hold the group to that process

Get agreement on:


desired outcomes, agenda, decision making, ground rules

Ground rules.  Ground rules.  Ground rules. 

Suggest a process

Get agreement on process

Educate the group with "process commercials" 

Listen as an ally

Be positive; encourage participation

Ask open-ended questions

	PRIVATE 
PREVENTIONS

	TECHNIQUE
	WHAT TO SAY OR DO

	Get agreement on desired outcomes, agenda, decision making, ground rules
	Before we get into our agenda for today, I'd like to make sure we all agree on how we're going to work together.

	Suggest a process 
	I'd suggest looking at criteria before trying to evaluate options

	Get agreement on how to proceed
	Is everyone willing to identify criteria first? 

	Listen as an ally
	Let me be sure I understand your view of the problem.  You're saying that ... Is that right?  

	Educate the group with "process commercials" about how groups work
	There is no one right way to solve a problem.  Which way do you want to start? 

If we don't agree on the problem, we will never agree on the solution.

You can't solve two problems at once.

	Ask open-ended questions
	What do you think we should do?

Say more about your idea for doing that?  

	Be positive

Encourage participation
	I know this issue is quite emotionally charged, but if we take our time and work our way through the problem, I'm sure we can find a solution we can all live with.



- based on the work of Donna Ching


INTERVENTIONS
are facilitation techniques used when certain common meeting problems occur.


Boomerang (ask a question in return)

Maintain / regain focus

Say what's going on

Avoid process battles

Enforce process agreements

Accept, legitimize, deal with or defer

Don't be defensive

Use body language

Use humor

Protect others from personal attack

	PRIVATE 

INTERVENTIONS 

	TECHNIQUE
	WHAT TO SAY OR DO

	Boomerang 
	What do you think we should be doing? [Returns their questions to them]

	Maintain / regain focus
	Let's all stay focused on identifying problems. Are we all together?

Just a moment, one person at a time.  John, you were first, then Linda.

	Say what's going on
	It's very quiet here.  What does the silence mean?

	Avoid process battles
	Cut off argument on the "right" way to proceed.

"Can we agree to cover both issues in the remaining time?.. OK, which do you want to start with?"

	Enforce process agreements
	We agreed to brainstorm. It sounds like you're starting to evaluate the ideas now.  Would you hold onto that evaluation idea for now?

	Difficult people:

1. accept

2. legitimize

3. deal with or defer
	You're not convinced we're getting anywhere? That's OK, you may be right.  Would you be willing to hang on for 10 more minutes and see what happens?

Thanks for raising this issue that wasn't on the agenda.  Do we need to address that now or should we put it on the clipboard for your next meeting?

	Don't be defensive
	I cut you off? I'm sorry. Please continue.

You think I'm pushing too hard.  Thanks for telling me. How would you like to proceed?

	Use body language
	Don't point; reach out underhanded; keep palms open.

Change position to become the focus or block disputing people's view of each other.

	Use humor
	Be funny, but not offensive.

	Protect others from personal attack
	Joe, you've interrupted Sue several times in the last few minutes.  I'll like to hear what she has to say.



- based on the work of Donna Ching


STAKEHOLDERS' ANALYSIS
THE BELIEF:
People directly affected by a decision need to be able to participate in the decision making process.  

STAKEHOLDERS: people who are


- RESPONSIBLE for the final decision


- AFFECTED BY the decision


- CAN IMPLEMENT the decision


- CAN BLOCK the decision

	PRIVATE 
STAKEHOLDER ASSESSMENT CHART

	Who
	Relationship
	Positions
	Interests

	
	
	
	

	
	
	
	

	
	
	
	



PRE-MEETING AGENDA PLANNING
Gather potential agenda items

Clarify the purpose and outcome for each item

Prioritize the items

Estimate length of time for each item

Rank as to difficulty

Order the items for the agenda


First item: 



high or medium priority



not too long 



easy for the group


Second item: can be more difficult and take longer

Alternate short / long items and hard / easy items

Provide time for announcements and future logistics

Do you want time for evaluation at the end?



AGENDA DEVELOPMENT DURING A MEETING
Brainstorm items group would like to cover

Group items that have common properties

Set priorities (rank order) - importance, expected time, can be postponed?

Allow time for breaks

Review agenda with the group out loud


"Do we have enough time for all this?"

	PRIVATE 
AGENDA

	What 
	How
	Who
	Time

	
	
	
	

	
	
	
	


	PRIVATE 
DESIRED OUTCOME

(CONTENT)
	SUGGESTED PROCESS

	Get information or advice
	Discuss, List, Brainstorm

	Give Information
	Lecture, Report

	Problem solving or decision making
	Discuss, Organize, Prioritize, Evaluate

	Resolve conflict
	Clarify perceptions & definitions, Analyze

	Planning and goal setting
	Suggest, Organize, Prioritize, Evaluate

	Improve interpersonal relationships & communication
	Socializing and Eating


	PRIVATE 
AGENDA

	What 
	How
	Who 
	Time

	Expectations
	Listing
	
	

	List of needs
	Brainstorming
	
	

	Prioritizing Needs
	Discussing

N/3
	
	

	Listing / prioritizing of solutions for highest priority needs
	Brainstorming / prioritizing
	Small groups
	

	Using solutions suggested by small groups in the development of action plans
	Discussing group memory of small groups. Action plans can be developed by large group or small groups can be used again
	Small or large groups
	

	[Planning, implementing]

Taking responsibility for action steps, deadlines specified
	Volunteering of participants
	Record who will do what [use names]
	

	Evaluation
	1. Acknowledge accomplishments 

2. Next steps, 

3. Evaluate +/-
	
	



- based on the work of Donna Ching


GENERIC AGENDA
Purpose:

Desired
Outcomes:
	PRIVATE 
WHAT
	HOW
	WHO
	TIME

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



EFFECTIVE MEETINGS
Are held only when needed

Have a specific purpose & desired outcome

Have the "right" participants

Are at a good meeting place

Start & end on time

Stick to the agenda

Encourage everyone's participation

Have balanced, productive discussions

Have minutes that are summarized and distributed

 
POSSIBLE MEETING OUTCOMES
Have one good meeting

Have several good meetings

Clarify and reach agreement on ground rules for longer discussions

Reach agreement on what the problems are

Reach agreement on what information is needed and how to get it

Identify and agree on criteria

Identify and agree on options and alternatives

Evaluate options and alternatives

Reach agreements in principle

Reach consensus on specific proposals


- based on the work of Peter Adler

Talking Facilitation Talk
Adapted from: Marion Haynes, Effective Meeting Skills (1988)

1. Ask For Feelings and Opinions

Use a method of asking questions that will help people express their ideas, draw people out, and encourage discussion.  For example:

- What is your reaction to ....?

- How do you feel about ....?

- What is your thinking on ....?

- What brings you to conclude that ....?

- What are some other ways to get at ....?

- What prompted your decision to ....?

- How did you feel when you found out that ....?

- Would you say that ....?

2. Paraphrase

One way to help people reach mutual understanding is to paraphrase, that is to ask one person to repeat what someone else said and to state what that person meant.

- Are you asking me to ....?

- Let me see if I understand your position.  Are you saying that ....?

- I am not sure I understand.  Are you saying that ....?

- Before we go on, let me paraphrase what I think you are proposing. ....

- Let me restate your last point to see if I understand. ....

- What I am hearing is .....  Is that right?

- Before you go on, do you mean that ....?

3. Encourage Participation

Sometimes people tend to hold back.  They can be encouraged to participate by such questions as:

- How do you feel about that?

- How would you answer John's question?

- Before we go on, I'd like to hear from X on this.

- We have heard from almost everyone. What do you think, X?

- X, do you understand what Y said?

- We haven't heard from X yet.  X, how do you feel about it?

Barkai changes this to Presents, not asks for
4. Presents or asks for a summary

- A lot of good ideas have been presented in the last few minutes.  As I recall, we have talked about...

- Let's look at the group memory to review what we have considered.

- It is clear Jim does not agree.  Jim, will you summarize your major objections?

- I might have lost track.  Will someone summarize what has been done so far?

5. Ask For Clarification

- I didn't understand that last comment.  What would you do if ...?

- The examples you gave concern weekday operations.  Do they also apply to weekends...?

- I saw Maureen shaking her head.  Maureen, would it help if we took a minute to explain how those new instructions apply to your department?

- It is still not clear to me.  What do I do when ...?

6. Ask For Examples

- Dorothy, will you give some examples of what you mean?

- Juan, can you expand on that?  I'm not sure I understand.

7. Test For Consensus

- It seems that we have come to an agreement on this issue.  Let me ask for a show of hands on this.  Does everyone accept the idea that ....?

- Glen, is that your feeling too ...?

- Before we go on to the next issue, let me check to make sure that all have agreed to ....?

8. Initiate Action

- How do you think we should ....?

- Frank, how would you suggest that we proceed on this?

- I'd like some suggestions on possible ways to get started.  Pete, how would you propose we get started?

9. Explore an Idea in More Detail

- What are some other ways to approach this problem?

- Are there other things we should consider?

- Otto, what would you add to what has been said?

10. Do A Quick Survey

- Let's see a show of hands. How many are for this proposal?

- Beverly, why don't you ask the others how they feel about your proposal?

- How does everybody feel about his?  Let's start with Lou.

11. Suggest A Break

- We have been working on this problem for about an hour. I propose we take a 10-minute break.

12. Suggest A Procedure

- I noticed that Carla has done most of the talking on this issue.  I suggest we go around the table to see how others feel.

- Would it help if we put the agenda items in rank order of importance before we start?

13. Suggest They Try Something

- Let's go around the table so that everyone gets a chance to comment on this

- Bob, I don't think you heard what Tim was trying to say.  Why don't you tell us what you heard him say before you state your opinion?

14. Stop The Action & Ask The Group To Talk About Something

- Let's stop the discussion for a few minutes. I think it might help if each of us told the group what he or she is feeling - right now.

15. Share Your Feelings

- I feel you are not giving Harry a chance to explain his position.

- I'm frustrated.  I think we should take this problem up next week when you have more facts. How do the rest of you feel?

16. Reflect What You Think Someone Is Feeling

- George, I get the impression that you are not satisfied with my answer. Is that right?

- Kim's comments tell me that he needs to ask some questions on this -is that right, Kim?

17. Be Supporting

- Let's give Tony a chance to tell it the way he sees it.

- Dave, you had your say. Now it's Harold's turn. Give him a chance to explain.

18. Question Assumptions

- Your proposal assumes that unless we use threats, they won't cooperate. Is that right?

- Your suggestion assumes that we cannot meet the schedule. Is that right?

- Your objection assumes that we will not get promised deliveries. Is this a good assumption?

19. Check Targets Or Orientation

- Are we asking the right question?

- Are these the most important goals?

- Is this the best way to get their cooperation?

- Is this the only way to get it done?

20. Confront Differences

- Nick, you haven't said so but it is clear to see that you don't agree. Is that right?

- Martha, you seem to be holding back on this. Is there something here you disagree with?

21. Role Reversal

- Why don't you take the role of a customer for a few minutes. Now, as a customer, how would you react to this proposal?

- Pretend you are the district manager for a moment. How would he react to this proposal?

- If it works, how will it affect next week's schedule?

23. Focus On Action Choice

We have considered every possibility, we must choose from these three alternatives.

- We have discussed both sides carefully. It's time we made a choice.


3 FORMS OF FACILITATION

1. The Classic:
Neutral, Independent Facilitator and Recorder

2. Tricky Work:
Group Leader as Facilitator (and Recorder)

3. The Most Delicate Work:
Group Member Provides Facilitative Input

	PRIVATE 
NON-TRADITIONAL FACILITATION

	LEADER AS FACILITATOR
	GROUP MEMBERS 

FACILITATE FROM THEIR SEAT

	GROUND RULES


-explain and enforce ground rules


-post rules in the meeting room

GROUP MEMORY


-document with group memory


-record where all can see

AGENDA


-set detailed agenda


-distribute agenda & handouts before meeting

USE FACILITATOR TALK


-clarify and summarize ideas 


-define next steps, set time-lines, record names of the people responsible

PLANNING


-have the "right" people and "right" number of people

TIME


-have definite start and stop times

PROCESS


-establish desired outcomes & procedures


-determine the decision-making process


-get input from "all" members to prevent objections and undermining

OTHER


-train others to be facilitators
	GROUND RULES


-suggest that facilitator establish & enforce ground rules

GROUP MEMORY


-bring a flip chart into the room


-suggest the leader write on the board

ATTITUDE


-be open minded


-be focused

USE FACILITATOR TALK


-use active listening


-ask questions of others during the meeting to clarify, summarize, and increase participation

PLANNING


-discuss with leader before the meeting


-suggest that future meetings have a set agenda and establish ground rules

TIME


-inform leader of your own time schedule


-reinforce time constraints

PROCESS


-offer to be the facilitator


-recommend rotating the facilitator role

OTHER


-sit with new or different group members


-give the leader a book on how to run a meeting


Compiled from lists brainstormed in John Barkai's Executive MBA Negotiation Class, Spring 1996


FACILITATION BOOKS
The "Top 3"


Michael Doyle & David Straus, How To Make Meetings Work (1976) 



- The "classic" book on meetings


Richard Chang & Kevin Kehoe, Meetings That Work! (1994)


The 3M Management Team, Mastering Meetings (1994)

The following are also good:


Donna Ching, Designing Successful Meetings: Meeting Focus (at U.H.)


Donna Ching, Designing Successful Meetings: Meeting Roles: Facilitator, Recorder, Participant (at U.H.)


Marion Haynes, Effective Meeting Skills (1988)


Dale Hunter, Anne Bailey & Bill Taylor, The Art of Facilitation (1995)


Thomas Kayser, Mining Group Gold (1990)


Robert Levasseur, Breakthrough Business Meetings (1994)


Roger Mosvick & Robert Nelson, We've Got to Start Meeting Like This! (1987)


Steve Saint & James Lawson, Rules for Reaching Consensus (1994)


Roger Schwartz, The Skilled Facilitator (1994)


Karen Silva, Meetings That Work! (1994)
Compiled by John Barkai

How Many People at the Meeting?


The 8-18-1800 Rule

Invite 8 to Make a Decision

Invite 18 to Brainstorm

Invite up to 1800 to Disseminate Information


MEETING FACILITATION
1. Negotiation


Position, interests, BATNA

2. Communication


Questioning, active listening, reframing

3. Mediation


Mediation skills - 



Process - 2 triangles



Ground rules


Focus on future not the past

4. MBTI


E v. I


J v. P

5. Meeting Facilitation


Preventions


Interventions


KEY PRINCIPLES OF MEETING MANAGEMENT
Determine Purpose and Desired Outcomes

Focus on PROCESS 

The Leader's obligation 

to spend time in order to save time

The Power of 

Group Memory

FOCUS ON PROCESS 
Provide or be a process facilitator

Use ground rules agreed to in advance

Make process suggestions and hold the group to them (unless they want to go elsewhere)

Manage the MBTI tensions

LEADER'S OBLIGATION TO SPEND TIME IN ORDER TO SAVE TIME
Plan for the meeting

Set an agenda

Distribute materials in advance

Minimize "information only" time and meetings


(send it, don't tell it)


Rimmerman's Rules
From the patient satisfaction team 

of the Heart Center at Cleveland Clinic Foundation (CCF)

 



Leave rank at the door (all team members are created equal) 



No whining 



At least one bright idea per session 



No sidebar communications 



If you have something to say, say it in the room 



No hostages; leave if you don't want to be here 



Identify problems but focus on solutions 



Review the next objectives before leaving - ensure they are realistic in scope 



Leave with a sense of accomplishment 



Expect work outside of the meeting  - use subgroups and task forces

 

 

Each meeting is rated by each participant (1 -1 0). 

Any person ranking the meeting an eight or below gives suggestions for improvement. 

Each participant ranks his or her own participation as well, in the same manner

