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We’ve all been in meetings which got off topic, accomplished little, ended long past the patience 

threshold of the participants, and did not provide a return of investment. These kinds of meetings are 

frustrating, physically and emotionally draining, and they decrease our productivity.  

Likewise, we have all attended meetings in which the team worked well together, made solid 

decisions, saved time, and took charge of upcoming initiatives. Can you recall a meeting that you held 

or attended recently which you left feeling energized? Can you think of the last time you left a 

meeting feeling pleasantly surprised about how fast decisions were made, or were excited about the 

outcome of the meeting? Can you think about a meeting where you accomplished so much good that 

could never have been accomplish without that meeting taking place? 

Every meeting can be like the meetings you just recalled. All it takes is good meeting practices and 

discipline. When you install best practices for meetings you will soon see that the process is easy 

because it becomes a habit for all who attend meetings in your organization. With simple guidelines 

you can certainly increase the effectiveness of your organization’s meetings. 

Some suggestions are:  

 Make sure you have a leader or designee who puts out a clear agenda.  

 Designate a skilled facilitator to keep the meeting agenda on target, on topic and within 

timeframes.  

 Enforce a little organization prior to, during and after the meeting based on what you expect 

peoples’ roles and responsibilities to be. Stick to the agreed structure. 

 Make sure that accountability guidelines are enforced fairly and equitably.  

 Talk about what a disciplined meeting accomplishes and communicate these important points 

to your entire team.  

If you institutionalize even one or two of these suggestions, your team will be well on its way to 

conducting effective meetings.  

This whitepaper explores each of the meeting roles and the responsibilities they entail, as well as other 

meeting considerations: 

 The Meeting Leader 

 The Facilitator 

 The Minutes’ Keeper or Scribe 

 The Participant 

 Motivating People in a Meeting 

 Delegation 

 

 

  



Solid Meeting Practices 

Copyright © Indaba Global 2014. All global rights reserved. Photocopying or copying by other means expressly forbidden 

without prior approval. No portion of this document may be paraphrased or distributed without the prior written approval of 

Indaba Global or its officers.      

                                           

2 

The Meeting Leader 

If you are the meeting leader, you have the responsibility set the tone of the meeting and to keep it 

on track. This is successfully accomplished through use of a concise agenda which you publish prior to 

the meeting. It is also your responsibility to make sure the appropriate participants are present and 

that their time at the meeting produces a clear return on investment or ROI for the organization. Many 

Meeting Leaders do not even think about this as a consideration. If the meeting leader does not ask a 

few questions of himself prior to asking people to attend their meeting, they are not acting as an 

effective meeting leader.  

Some questions to consider:  

 What is the purpose of inviting this person? Do they have specialized knowledge?  

 Does the employee have decision making authority and therefore must agree on the agenda 

point before other participants can be assigned responsibilities?  

 Must we include the person for informational reasons – or for political reasons?  

 Is a representative required because of procedural considerations – as in, for example, a 

quorum? 

If you consistently refuse to address these types of questions prior to inviting people, the result is that 

the participants come to their own conclusions. They figure out that you haven’t thought about the 

ROI of their attendance and they decide that their time would be better spent elsewhere. They may 

avoid other meetings the meeting leader calls. Unfortunately, the meetings they avoid might be the 

ones where their presence is vital to a project.  

If a meeting leader first looks at ROI, they will only invite members who are needed at that point in 

time. At the very least, the meeting leader should put the invitation out with the agenda that has a 

caveat for the invitee to decline, or will explain why the person’s attendance is important. Over time, 

you will gain the reputation as a thoughtful decision maker – one who considers an employee’s time 

as a valuable commodity. Employees will respect you for this and will attend your meetings when 

asked because they realize you wouldn’t ask if it weren’t important for them to attend. 

Even when meeting leaders consider ROI before inviting attendees, they sometimes forget there are 

several aspects to providing a ROI.  

1. Would the person’s time be better spent somewhere else? Are they really needed at the 

meeting, or could they be brought up to speed on the decisions that were made and the 

deliverables that were set out for completion?  

2. Are they an important contributor to the meeting? Look at this in terms of lost opportunity 

costs. If they are at your meeting, they are missing out on doing something else. Would a 

higher ROI be provided if they were not at the meeting but rather taking on some other, more 

important or value-based assignment?  

The bottom line: ROI of attendees’ time is the responsibility of the person who runs the meeting. This 

could be the team leader or the person delegated to extend invitations to the meeting. Make certain 

that the person in this role is well-versed in decisions regarding people’s ROI for the organization as a 

whole. You must set up a metric to measure this person’s performance in this crucial area.    
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Segment the agenda. 

People’s time is a valuable corporate resource. If you have segmented the meeting by 

compartmentalizing the agenda, you will find that most people do not have to attend the entire 

meeting. You will save people a lot of time by telling them what is expected as an outcome of the 

agenda item. Is this a brainstorming or idea gathering segment, a time when decisions are expected 

to be made, or is this portion of the meeting providing the participants with information? Segment 

your meetings into logical time periods so that people can enter the meeting and leave the meeting 

without too much disruption. Use people’s natural tendency to arrive at meetings on the hour and half 

hour. Good interim points are 15 minute segments.  

Create a “Parking Lot” during each meeting. 

A parking lot is a place to capture off-topic but important discussion pieces so that the group can 

return to them when they have time.  The meeting leader should control the final decision making 

regarding the parking lot, but a skilled facilitator is the best person to assign for capturing Parking Lot 

items.  

By using a facilitator, you avoid the political ramifications of the leader ‘parking’ issues that attendees 

deem important but that the leader deems less important than sticking with the agenda and meeting 

plan. In the absence of a skilled facilitator, the meeting leader can assign the capture of parking lot 

items to any member of the team.  

After Parking Lot items have been captured, the meeting leader’s responsibility includes assigning 

time slots for additional issues that did not make it onto the agenda of the current meeting, making 

the final decisions on what issues will make it onto the agenda from the Parking Lot, and assigning 

time for these to be discussed. Note that the parking of items need not be handled in the order they 

surface. The leader makes the decision whereby the Parking Lot issues are prioritized. They can be 

added to the agenda of the current meeting or handled by putting them on a subsequent agenda.  

 

The Meeting Facilitator 

Never underestimate the importance of the meeting facilitator for running an efficient and effective 

meeting. As the meeting facilitator, you communicate the meeting purpose, and assist the leader by 

helping keep people on track and on time.  

We often are asked if appointing a meeting facilitator provides an adequate ROI. Use common sense. 

Just having a facilitator have people stay on topic, on track, on time, and capture decisions and 

promises made in meetings can address the facilitator’s substantial ROI. Imagine the efficiency you 

can add to your organization if you utilize a facilitator properly. But, be careful that you don’t use a 

facilitator for everything. You don’t want a bunch of people running around the organization whose 

only job is ‘facilitator’. Instead, have people in the meeting trained in facilitation and rotate the roles in 

different meetings.  

As a facilitator, you are also charged with handing out the agenda and assigning roles to the 

participants. The facilitator is often the person charged with opening the parking lot and adding 

parking lot items to the list. It is your responsibility, as the facilitator, to review the action items set 

forth by the minutes’ keeper during the meeting and make sure everyone is clear on their 

assignments. Whenever tasks and deliverables are assigned, it is your responsibility to make certain 

these are either captured by the minutes’ keeper or by yourself.  
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You also have to make certain that these are disseminated to everyone as soon as possible after the 

meeting. Some of the most important responsibilities of the facilitator are to ratify deliverables, make 

certain that assignments are fully documented according to RA² Interface principles, and provide 

items so that these can be published in a follow-up agenda. The facilitator will focus on how the team 

members are communicating and keep everyone involved in the meeting. For more information on 

the roles and responsibilities of a facilitator, please refer to our Facilitation course. 

 

The Minutes’ Keeper or Scribe 

The scribe will focus on taking precise and objective notes. The most important items to capture are 

the ones pertaining to the meeting agenda and action items, responsibilities, and deliverables 

assigned with the commensurate accountability factors and authority parameters.  

This scribe is responsible for detailing the deliverables and for recording agreed timelines accurately. 

The minutes should include items not delivered from the last meeting and a timeline for recovering 

any slippage. The minutes’ keeper should also be responsible for sending out these points as well as 

the highlights and decisions made during the meeting. Before sending the minutes, the same should 

be ratified by the meeting leader and, if possible, the meeting facilitator. Please note that the team 

leader can grant the minutes’ keeper full authority to send out minutes without ratification or 

approval, but it is prudent, if you go this route, to let people know that you have granted this 

authority in case mistakes or oversights occur.  

Remind the attendees periodically to cut the minutes’ keeper some slack. This is a difficult assignment. 

One way for attendees to fully appreciate how difficult it is to always get everything right if you are 

the scribe is to rotate the position – have everyone step in as scribe at some point. 

Please note that ratification should not slow the process of delivering minutes to participants. If 

ratification is not done in a timely fashion by the other individuals, the minutes should be delivered 

without ratification. Minutes should be delivered as soon after the meeting as possible. Preferably, 

minutes are logged on a laptop. Then, a minute recap/ratification should be completed directly 

following the meeting or finalized as the last agenda point. This procedure allows that any errors can 

be corrected and the minutes to be delivered immediately. Everyone attending need not stay for this. 

However, it would be wise to include the team leader and any that the leader feels has a high degree 

of accountability for the deliverables. 

 

The Meeting Participant 

If you are a meeting participant, your responsibility is to review the agenda, bring errors and 

omissions to the attention of the minutes’ keeper, add to the agenda where appropriate, and to make 

sure that your deliverables are completed in a timely fashion. You also are responsible for making 

certain that your attitude and behavior reflect a respectful and professional demeanor.  

In any meeting, the leader may assign you to be the scribe or facilitator for the meeting in addition to 

the agenda contributions expected of you. Take on this role as a willing participant and perform your 

duties to the best of your ability. If you need assistance with the format, layout, or minutes’ keeper 

procedures, make certain that you ask for guidance.  
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The minutes’ keeper plays a vital role in making certain meetings are conducted in a professional, 

efficient manner. But, most important, the minutes serve as the basis for the deliverables and 

accountability metrics that flow from the decisions made in meetings. Make certain that the minutes 

are filed and can be accessed as a means to hold individuals, departments, and teams accountable for 

delivering on promises made. This process of historically filing the agendas and minutes is vital for the 

after-action review process. It is also the way many high performance teams improve their 

performance. 

 

Motivating People in a Meeting 

Now that we have discussed the roles and responsibilities inherent in effective meetings, let’s turn to 

what makes a meeting move quickly and motivates the participants. The leader, facilitator, and scribe 

create the framework and planning for the meeting, but they cannot make it go smoothly without the 

participants.  

If you are a participant, the leader has called you into the meeting for a reason. It may be simply to 

brainstorm together or to hear your ideas. Hopefully, the agenda has detailed the purpose of each 

agenda point. The reason you are participating might be for idea generation or brainstorming. It 

might be that you have decision-making authority, or that you are there to glean information to take 

back to your co-workers. You may be there to move forward on a decision, to get your buy in, or to 

provide your acceptance of a new responsibility, task, or project.  

Your responsibility as a participant is to go over the agenda and come prepared. During the meeting, 

encourage your colleagues to participate and help them stay on track. Make a point to understand 

and be understood. Whenever you sense that the appropriate level of understanding is lacking, step 

up and ask for clarification – not only for you and your direct reports, but for any others who are not 

asking what they should. This conscientiousness to helping a meeting run smoother will go a long way 

in making the whole organization run better. When decisions have been made, take ownership over 

them and actively support them. Deliver on your assigned meeting responsibilities – even if you don’t 

agree with the decisions made. If leading a team, make sure they do the same.  

After decisions have been made, and responsibilities assigned in the meeting, you must perform the 

jobs, duties, and tasks assigned. You can - and should - continue to voice your dissent. If you feel that 

corporate resources are being wasted or squandered – say so. Vocalization of dissenting views 

ensures that the organization keeps looking critically at decisions being made. When bringing your 

views forth, use logic and make certain that you do not appear self-serving or look as if you are just 

complaining because you didn’t get your way.  

Ask yourself: Am I speaking up because it’s not the way I would do it, or am I speaking up because I 

know it will fail? You may be correct – people are going down the wrong path! But you may be wrong, 

too. There are many ways to move an organization forward. You might learn that this way works just 

as well as your way would have. Time will tell. A solid after action review process will ensure that the 

decisions that were made are assessed. 
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Delegation 

Once the group has reached a decision and is ready to take action, it is up to the leader to facilitate 

the delegation process. If individuals in the group express their interest in specific tasks, see if it is 

prudent to delegate those tasks to them first. When delegating tasks to your team, the tasks need to 

be expressed as clearly and concisely as possible. This means explaining your rationale in the 

delegation process.  

Remember, you need to be neutral and impartial when delegating - especially when choosing the 

appropriate people and teams to fulfill the obligations set out in the decision making process. As the 

team leader, you should be balanced and fair when communicating responsibility, accountability, and 

authority guidelines. These questions will assist you in thinking this process through objectively: 

 What needs to be achieved? And when? 

 Does the person or team have the capability, as well as the time and resources necessary to 

complete this? 

 What level of authority does the individual have over the task? 

o Does the person have creative freedom? 

o Is the person expected to inform you (or anyone else) before acting? 

o Do you hold final decision making authority? 

 What outcomes do you expect? What does the accountable party understand their 

responsibilities to be? Are you in agreement and in alignment with the overall objectives? 

 How will success be measured? 

 Will this provide stimulation and growth for the person? 

 How challenging or motivating is the task for the individual?  

In order to ensure that the person delegated to accomplish the responsibility has ample 

understanding of the task, you should have the person explain their understanding of the 

responsibility assigned. Communicating responsibilities to someone does not necessarily mean that 

they understand it at the level you need. Having them tell you what they understand and you hearing 

their level of understanding to ensure you are in agreement sets them - and you - up for success. Not 

doing this potentially sets you both up for failure or for results that are less than anticipated. Once it is 

clear that you both have the same expectations of the task, you should establish benchmarks of 

execution and accomplishment. When this is done consistently and effectively, you will create an 

opportunity for feedback during the execution phase of the assignment.  

Follow these guidelines and you will find that participation in your meetings will increase and your 

team will be more accountable and more productive.  


