Facilitating
Effective Meetlngz_

_@_ - Define effective meetings: time saved,
clearer decisions, stronger alignment

- Introduce the facilitator role: neutral
guide responsible for process over content

- U.S. businesses lose over $37 billion
annually on unproductive meetings

- Average employee spends 392 hours
per year in meetings; 67% are unproductive
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0Qq - Course journey: preparation, opening,
guiding, conflict, closing, virtual/hybrid
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Deciding If a Meeting Is Even Necessary
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Apply a decision framework:
async for updates, meetings
for real-time alignment

Evaluate urgency, complexity,
permanence, and stakeholder
count first

Identify alternatives: shared
docs, async video, tickets,
structured chat

Adopt 'default to async,
escalate to live' to protect
focus time

Pre-meeting gut check:
'Could a written brief solve
80% of this?"
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Is a live meeting
really necessary?

Best for updates, information Best for real-time alignment,
sharing, and documentation. complex discussion, and decisions.




Crafting a Purpose, Agenda,

3 and the Right Guest List
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- Write a one-sentence e

outcome statement: RORPOSE

‘Decide on Q3 vendor’ .

beats ‘Vendor Discussion’ @ D ecCl d e Oon Q 3 ven d or

®

- List agenda items as _—— SEEE— b e =

decisions to make or A4 A4 \ 4

questions to answer,

not generic topics
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- Assign a time block and
a named owner to every

Review current
state and goals

Evaluate vendor
options - which

Assess risks and

trade-offs — what

Make decision
and next steps -

11.00"

: —what decision | > | best meets our are we willing to who does what
agenda item : :
are we making? requirements? accept? by when?
= ]

- Apply the ‘rule of seven’ Owner: O Owner: O Owner: O Owner:

to limit attendees to Alex Morgan () Jamie Lee () Taylor Kim () Riley Chen

those essential for

the decision |

e RULE OF SEVEN PRE-READS & AGENDA

- Send the agenda and

Send agenda and pre-reads
at least 24 hours in advance
to shift updates to async.

B ) 8 (e
Limit attendees to seven or fewer.
Only those essential for the decision.
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pre-reads at least
24 hours in advance
to shift updates to async




Opening Strong:
The First Five Minutes

- State purpose, agenda, outcomes,
and ground rules in the first 3-5 minutes

- Use a structured check-in so
every voice is heard early

- Assign roles: facilitator, timekeeper,
note-taker, and decider

- Model curiosity, name uncertainty, — o
and show that listening matters N E y ~.
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Co-create norms: ask “What do we alde

need to do, and how do we need to be?” .
FACILITATOR ~ NOTE-TAKER | DECIDER
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Building Psychological -
Safety from the Start
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- Normalize speaking early: use a

- Co-create explicit ground rules:

Define safety: trust to take
interpersonal risks, offer dissent,
or admit mistakes without punishment

low-risk warm-up question everyone
can answer in the first five minutes

Respond to first contributions with
acknowledgment and curiosity,
not evaluation or correction

‘One person speaks at a time,’
‘Critique the idea, not the person,’
‘Step up, step back’

Distinguish comfort from safety:
honest conversations can feel stretching;
safety means trust in the process,

not absence of challenge | >



Guiding Discussion: Tools for Balanced Participation
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-Manage dominant voices / | Shared Canvas | —
and draw out quieter & i LR A
participants with . -8

structured turn-taking

-Use round-robin,
think-pair-share, silent
brainstorming, 1-2-4-All
for equitable talk time

-Park off-topic but
valuable ideas in a
visible "Parking Lot" to
maintain focus

-Paraphrase, summarize,
and reflect contributions
to show active listening

-Time-box each agenda
item, consciously extend,
park, or move on when
time expires

Extend, ,——* Stay focused.
&> Park,or ----> (()) Ensureevery
Move On " voice is heard.

Time-box
each item




The Parking Lot and
Other Focus-Keeping Mechanisms

FOCUS TOGETHER,

FINISH STRONG

1 Parking lot: a visible, shared space to
capture off-topic ideas for later review

Acknowledge the contribution, park it
visibly, and review all items before closing

Assign every parked item a next step:
discuss now, assign owner, add to
agenda, or drop

Use ELMO (Enough, Let’s Move On),
3-Before-Me rule, and timed speaking turns

Avoid failures: never review items,
park everything to avoid discomfort,
or hide the lot



- Distinguish task conflict
(strengthens decisions) from
relationship conflict (damages
performance)

- Intervene at the first signal:
raised voice, interruptions, or
personal language

- De-escalate: pause, name the

dynamic, acknowledge, redirect |

to curiosity, restructure

- Use neutral phrases: “Let's
slow down. I'm noticing this is
getting tense.”

- Pause the meeting entirely
when emotions block
productive discussion

TASK CONFLICT /

(STRENGTHENS | l I

DECisioNs) | |||
: / I\ CALM EYE

/!

v 1\ (FOCUS & CLARITY)
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Navigating Conflict and Difficult Moments -

RELATIONSHIP
CONFLICT

(DAMAGES
PERFORMANCE)




Reframing
Disagreement as
Shared Problem-Solving

.‘, ,Q. * Separate people from the problem:
@ refocus on shared goals and outcomes

@)) e Give each person a genuine hearing
before moving toward resolution

oy * Redirect to common ground:
@ name the shared interest both
parties agree on

% e Apply 'Said - Heard — Meant'
to break miscommunication loops

e Maintain neutrality: your job is to
stabilize the process, not decide

who is right



Decision-Making: From Talk to Action
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Clarify authority upfront:
consensus, single-owner
with input, or majority vote

DACI defines who drives,
approves, contributes,
and is informed

RACI maps execution roles:
Responsible, Accountable,
Consulted, Informed

Use Fist to Five to gauge
support and surface
unspoken objections

Check for real alignment,
then restate decision,
rationale, and next step

() DACI MATRIX
| :
AFIENE
Driver . Approver Contributor ! Informed

@ Define Strategy D A C |
{Q':} Prioritize Initiatives D A C I
% Allocate Resources D A C |
[{ﬂﬁ Track Progress D A C |
@ Communicate Decision D A C I

FIST TO FIVE: LEVEL OF SUPPORT

0 1 2 3 4 5

No Way Strong Some Neutral / Supportive Fully
Resistance Concerns Unsure Committed

DECISION PROGRESS

Next Step
Planned

Input 000 Options Decision
Gathered D Evaluated Made

Alignment
Confirmed

»> Real decisions create clarity, commit people, and drive results.



Fist to Five and
Other Consensus Tools
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Blocks Low Some Good Full support
consensus support support support and enthusiasm
® >

O (fist) blocks consensus; 5 fingers signals full support and enthusiasm.

After presenting a proposal, tally votes, give concerned voices an open mic,
then decide next steps.

Use as a temperature check mid-discussion to surface where alignment is weak.

Compare with dot voting, consent-based decision-making, and structured polling tools.

Agree ahead of time: "three fingers and above" means the group moves forward.

© g &=
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Closing with Clarity:

Actions, Owners, and Accountability

Conduct a closing round for
insights, appreciation, or
personal takeaways

Review all decisions and -

parking lot items with next ‘

steps assigned Conduct a closing. _,
insights, appreciation, or
personal takeaways

Define actions as Owner, Review all decisions and
specific deliverable, and ' parinoigr oM e

i steps assigned
calendar deadline

oy - 1, PR ity .,
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Define actions as Owner,
specific deliverable, and
Send a concise follow-up e Lo g deadiine
summary within 24 hours : Siem”f"ng CO”‘?t"f;‘? fggoﬁf"““p

) ry within ours
after the meeting after the meeting
Build accountability loops /. QoY Build accountability loops
: " e 23] through regular check-ins
through regu ar check-ins 2 '\_/ focused on learning and
focused on learning and : remo

removing blockers




5 The Follow-Up Email That Gets Actions Done

Adopt a consistent structure: subject New Message
with name/date, one-sentence recap, . " |
e ; 0: eam
decisions as outcomes, single clear ask. |
Ce: Stakeholders

i Subject: Follow-Up: Project Kickoff — May 21, 2024 — Alex
Keep the email under 200 words;

use bullet points for scannability Hi Team,

i Thank you for a productive kickoff on May 21, 2024. /,-
and fast action. Here’s a quick recap and next steps.
Decisions
Send within 24 hours to capture » We will move forward with Option B. @

¢ Launch is targeted for August 15.
momentum and prevent

; " . Commitments
interpretation drift.

¢ Priya to share the requirements by May 28,
» Jordan to finalize the budget by May 30.
¢ Alex to schedule the design review.

My Ask

¢ Please confirm your commitments or flag any blockers.

Distinguish a formal recap
(decisions, commitments) from
a general thank-you note.

I'll add these actions to our tracker and check in
at our next meeting.

Best,
Alex

A0 ©®

Put actions into a shared tracker,
CRM, or task tool and check in
at the next meeting.

Clarity today. Action tomorrow.

A strong follow-up turns conversations
into results.



Virtual and Hybrid
Meeting Essentials
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Shared Canvas

Hybrid requires managing in-room N e Notion o 1 Fatites
and remote as two simultaneous
experiences.

One person, one screen: every
attendee joins on their own device
with video on.

Assign a remote advocate to
surface remote voices and
monitor chat.

Use shared canvases, polls,
reactions, and breakout rooms
for equitable access.

Conduct a two-minute tech warm-up;
keep a phone bridge as fallback.




Keeping Remote Attendees

Engaged and Included

. - Lead remote-first: call remote Polls
.’)) voices first, use named
contributions, check in at

breakpoints

- Assign a chat monitor for
9 groups of 7+; read written

contributions aloud

l - Use polls, reactions, and
I quick writes every 10-12 min .
g to maintain energy Remote-First
Inclusive. Engaged.
Effective.
- Set explicit norms: mute by
default, use raise-hand,

cameras on for small meetings

- Reduce fatigue: vary
activities, schedule breaks
every 60-75 min, keep
meetings short




Building a Culture of
Accountability Without
Micromanaging

- Define accountability as honoring
@ ‘ the standard already agreed to,
not punishment

- Build a commitment architecture:
|:"& ‘ one owner, one deliverable, one
deadline, documented publicly

weekly check-ins on what's done,
stuck, and needed

— ‘ - Establish visibility cadences: short

% | - Foster peer-to-peer accountability
dal ‘ so the team, not the manager,
protects standards
- Respond to missed commitments
Q ‘ with diagnostic curiosity: "What in

the system prevented this?"




Putting It All Together:
Your Facilitation Action Plan

- Full toolkit: preparation,
opening, guiding, closing

- Self-assess: listening, neutrality,
time, conflict, synthesis

- 30-day plan: one new
Eg technique per week, review,

get feedback

O .
ED% - Core mindset: process

leadership, not content authority

@ - Final reflection: what will you do
differently in your next meeting?

SHARED CANVAS

TOPIC & IDEAS &

|
:
| I
RUREOSE \l | / INSIGHTS

FOCUS
TOGETHER

OPTIONS & V\
NEXT STEPS DECISIONS &

COMMITMENTS |

@ Prepare
@ Open
® cuide
@ Close
@ Reflect




PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A

personwise.ai/t/Tbacd3el/public


https://personwise.ai/t/7bacd3e1/public?entry_surface=public_courseware_pdf

