How to run great team meetings






What comes first in an effective virtual team?

What comes first in under-performing teams?

Creativity?

Ownership?

Confidence?

Focus?

Accountability?




Roadmap for “focusing” a virtual project team
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Roadmap for “focusing” a virtual project team
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Collaborative Operational Meeting

7 Key Principles

‘Sterile Cockprt”(Maintain Focus!)

Jackanory (No Story-telling i.e. reasons, explanations,
justifications, causes....)

1

2.

3. Sherfock Ho/mes (Reveal rather than conceall!)
4. 4 States (done, "on plan”, "at risk”, missed)

5

Done and "On Plan" - well done! but no discussion
necessary at this mtg. Team can challenge!

If "At Risk" - new commitment + help required + team
questions/comments/offers + customer agreement

7. 5 Roles - Customer, Facilitator, Timekeeper, Scribe, Mood

o



Effective Senior Team Meetings

Companies routinely squander their most precious resource--the time of their top
executives. In the typical company, senior executives meet to discuss
strategy for only three hours a month (less than 15% of the time they meet).
And that time is poorly spent in diffuse discussions never even meant to
result in any decision. The price of misused executive time is high. Delayed
strategic decisions lead to overlooked waste and high costs, harmful cost
reductions, missed new product and business development opportunities, and
poor long-term investments. But a few deceptively simple changes in the way
top management teams set agendas and structure team meetings can make
an enormous difference in their effectiveness. Efficient companies use seven
techniques to make the most of the time their top executives spend together:

They keep strategy meetings separate from meetings focused on operations.

2. They explore issues through written communications before they meet, so that
meeting time is used solely for reaching decisions.

3. In setting agendas, they rank the importance of each item according to its potential to
create value for the company.

4. They seek to get issues not only on, but also off, the agenda quickly, keeping to a
clear implementation timetable.

5. They make sure they have considered all viable alternatives before deciding a course
of action.

They use a common language and methodology for reaching decisions.
And they insist that once a decision is made, they stick to it. %

7
“Stop Wasting Valuable Time” by Mankins , Harvard Business Review September 2004
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Effective Senior Team Meetings
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Miost leadership teams spend just thres
hours per month making strategic deci-
sions. That translates into less than a wesk
par vaar Wiorse, mariy teams fritter away
those pracious hours on unfiocused, incon-
clusive discussion rather than rapid, well-
informned decision making.

The consequences? Delayvad decisions that
lead to wastad resoucas, missad opportu-
nities, and poor long-term investments.
One global fimn spant more time each vear
salecting its holiday card than it Jid deloat-
ing avital Africa stratecry.

Heore can vour leadership team avoid such
pitfalls? Spand yvour limited time on issues
axarting the greatast impact on your com-
pariv's long-termn valua, Deal with opera-
ticns separataly from stratecy, Put real
choices on the table evaluating at least
threa vialle options for evary stratagy. Use
mieting time for dedision making—nat
just discussion—and agree on what was
dacidad. And maove issues off your aganda
& quickly & possible.

Yourreward? Strateqic decisions—made
better and fastar.

The Idea in Practice

Apply thesa practices to make the bast usa of
wiour leadership team's time:

Deal with strataeqgy and oparations
separately.

Holding separate miestings for each prevents
day-to-day oparations from dominating your
teamis agenda ard liberates time for substan-
five strategy delates.

P Examnple:
Dutch banking giant ABM AMRBDS board
wsed to spend only akout an hour per
mionth on strategy, with most of its mest-
irg tirne devated today-to-day operational
clatail s. But market changes required a
miore stratedic focus. The board o
spends slightly less time together—but de-
viotes much more of that time to stratady,
typically atout 10 kours permanth,

Focus on decisions, net discussions.
Enhance the quality and pace of vour taam’s
dacision making, for example By distributing
reading materials inadvance of mestings.
Specify why participants must read them f2g.,
for information only? discussion and debate?
dacision making?) This readies participants to
deviote precious meeting time to dediding
crucial issues,

Measure the real value of every agenda
item.

Pricritize meeting agenda items according to
2ach issue’s impact on your compariy's lang-
term value Addrass high-value issues only,

their meating time on thosa ten iterns, This
process has transformied the quality and
pace of Roche’s strateqic decision making.

Gatissues off the agenda quickly.
Devalop clear timetables detailing when and
Fches partici pants will decide each issuz and
whio will approwe final stratadgy.

B Exarnple:
At Cardinal Health, a pharrnaceutical and
rmedical supply distributor, senicr managers
continually ask themselves, "When must
this decision be made” and ensure that
they reach decisions within a pradeter-
minad time, Results? Lass cvaranalysis and
more rapid decision making.

Put real choices on the table.

Evaluate at least thrae viable altermatives not
just mirar variations on one theme) before
approving any stratecy, This encourages
teams tochoosa the bast course of action, not
justthe most obvious, By dabating altemative
strategies, British retail bank Lioyds TSE de-
cided to exit international markets, helping to
axpand its market value 4040ld betwean
15982 and 2001,

Make decisions stick.

Explicitly agree on what was decided in the
meating. Then specify the resourcas itime, tal-
ant, and mioney) required to execute the strat-
aqgy, as well as the financial results vou've
committad to dalivar,



Effective Senior Team Meetings

1. Set the Agenda 2. Prepare materials
and participants for
the meeting

3. Execute the Meeting,

Record & Agree
Outcomes

5. Review
effectiveness &
Design Meetings

Strategy

4. Track Progress &
Feed into next
meeting




The Perfect Brainstorm (from IDEO - Americas Leading Design Firm)

7/ Secrets of Better Brainstorming

1. SHARPEN THE FOCUS

Start with a well-honed statement of the
problem

2. PLAYFUL RULES

Don't start to critique or debate & encourage
wild ideas

3. NUMBER YOUR IDEAS
Go for quantity - 100 ideas per hour is good!
4. BUILD AND JUMP

When the energy starts to fade facilitator
should bui/d on an idea or take a jump

5. THE SPACE REMEMBERS

Capture the ideas in a medium visible to the
whole group

6. STRETCH YOUR MENTAL MUSCLES

Warm up if the group are new to each other or
don't regularly brainstorm or likely to be
distracted by other pressing matters

7. GET PHYSICAL

Encourage diagrams, stick figures (2-D), mock-
ubs and models (3-D )

6 Ways to Kill a Brainstorm

1. THE BOSS GETS TO SPEAK
FIRST

The boss will either kill or help
idea flow!

2. EVERYBODY GOES IN TURN

Creeping Death kills
brainstorming

3. EXPERTS ONLY PLEASE
Diversity is key!
4. DO IT OFF-SITE

Needs to be a regular office
thing - not just once a year

5. NO SILLY STUFF

Anything goes and it needs to be
fun

6. WRITE DOWN
EVERYTHING

Taking notes shifts focus to the
wrong side of the brain



