Meetings Bl****y Meetings!          bob@cbc.coop
Meetings are an expensive and usually unpopular necessity.  In a worker coop, the meeting is the boss. Some tips to make meetings more productive and more bearable.

Use the Rules of Open Space ( a type of meeting)


Whoever attends are the right people  (active direct democracy)


The rule of two feet ( if you don't think the meeting is worth staying in, leave respectfully)


When the meeting is over, it is over ( finish and move on)

Short Frequent meetings are Much Better than longer less frequent.

Practice makes perfect (or at least better) 

Failing to take a decision is the same as voting against.

Make the time to talk.  Listen actively.

Seek agreement.

Don't get disheartened – meetings are Bl***dy Difficult!  
Just keep trying and don't blame each other.

These tips (below) require:- 

1. a chair or facilitator prepared to lead the meeting

2.  meeting members prepared to be patient and let the chair lead.

All meetings must have a pre-agreed start and latest finish time. If people are late start without them. 

Three type of business at meetings

1. Proposals for decision

2. Ideas for discussion

3. Information for communication

Identify and separate the agenda items into these three.

1. Proposals for decision -  quick fire decsions,  5 or 10 minutes each - time limited. 


Prioritised and ranked 
 a) Urgent and Important   b)Important but not urgent   c) neither important nor urgent
Break big decisions up into smaller ones ( create a ‘decision tree’ or ‘decision chain’)

If people are absent take decisions without them.  Get used to  taking quick and dirty decisions. Reconsider them without anguish and change your decisions if people change their minds. When the time is up, move on.  Put the proposal 'in the drawer'. You were’nt ready to take the decision.
It comes back to the next meeting. Keep trying NOT wars of attrition (aka ‘last one awake decides’.)
Get the decision on an Action List with a date due and doer.  No doer , no decision.


Chair  - if people are speculating, put the proposal on ice until the necessary information is brought to a subsequent meeting.
Check for consensus agreement repeatedly.  Check if people are ready to stand aside to let others agree. If someone Blocks a decision , i.e. vetoes it because they couldn’t live with it, if it was agreed,  it is dead in that form. Withdraw the proposal.  Maybe someone will bring it back in another form
Do not allow people to return to a  decision in the same meeting.       Move on.  Move on.


2. Discussion items -  are just that.  No decision in that meeting unless it is clear everyone is agreed.  Proposals have to come to another meeting.
The purpose of discussion is clarify meanings, to communicate feelings, to explore assumptions, consequences and pre-conditions etc.  Before a proposal is written.

Everyone should have opportunity to say something. (It might take several discussions. Chair's job is to respectfully discourage repetition. And encourage new contributions. 

Discussion items must be timed. Discussion in the meeting stops when the time runs out. Discussion between meetings is good. It saves meeting time.


You must discuss (cooperative) and not debate ( competitive ).  Cooperative meetings are NOT competitions.  Dream up the win:win alternative proposals where everyone is happy.


3. Information items
Meetings are good to communicate information but seriously tedious if reports are read out. 
Items for information only must be identified. The writer should only point out the most significant issues if anything  and trust other members. 

The chair must stop For Information Only becoming discussions.  The item can be brought back as a Discussion item to a future meeting.

Meeting Length

Most people become uncomfortable after an hour. Weekly 45 minute meetings are better than fortnightly 90 minute meetings. 

Try standing up meetings for even better use of time!  Break meetings up by asking how people are after half an hour. Encourage discussion and communication before and between meetings.
Keep them short and snappy!   Chair, it's your job to keep it moving.  Members it's your job to move on.      
There are lots more tips on

www.cultivate.coop
www.rhizome.coop
www.seedsforchange.org.uk
http://www.spanthatworld.com/a-to-z-of-good-discussion/
http://www.uk.coop/resources/documents/booklet-3-meetings-and-decision-making
Action Lists

Cull them.  If it isnt done in 6 months, it's dead.  There are three acceptable responses from doers.

a) its done and here's the evidence
b) it needs more time and resources than I thought

c)  I cant do it because........


Do Not Blame Volunteers and Doers! 
Get used to incomplete, imperfect or failed actions. That's life. Be grateful anything gets done!

Feel free to share this but acknowledge me please,  Bob Cannell       bob @cbc.coop   2012
