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More Praise for The Project Meeting Facilitator

“Jan, Tammy, and Michael have done it again! Their previous masterwork, Facil-
itating the Project Lifecycle, was a must-have for every project manager. This time
their focus is even sharper: a whole book devoted specifically to the facilitator’s
role—and to the skills and mindset required to execute that role effectively. This
book is so loaded with tools, techniques, and templates that even seasoned project
managers will keep their copies close at hand.”

—Sam Kaner, author, Facilitator’s Guide to Participatory Decision Making

“Ineffective meetings become a thing of the past when you put the ideas in The

Project Meeting Facilitator into practice. The authors not only offer a practical guide

to every type of meeting in the project life cycle, they also let practitioners know
when they have taken a wrong turn.”

—William M. Ulrich, president, Tactical Strategy Group, Inc., and

author, Legacy Systems: Transformation Strategies

“At last—a practical guide to effective facilitation geared exclusively to the unique
needs of project managers! Chock-full of easy-to-apply tools and tips, this book
affirms that with proper planning and follow-through, project meeting facilitators
really can play a critical role in helping teams accelerate time to results. Virtual
project teams and those that work face-to-face will benefit equally.”

—Nancy Settle-Murphy, president, Guided Insights

“If wehad to pay for every hour we spend in meetings, would we say they are worth
it? Not usually in my experience. Well-run meetings, however, are worth every
penny. This book provides practical tools and, more importantly, some real insight
for the reader to evaluate their personal skill set and target areas for improvement.”

—Lynn McDonald, president, Greenlight Dynamics, Inc.

“Finally, a book that specifically addresses the unique facilitation skills required in
project management meetings. PMs can easily match the different types of project
management meetings with the skill levels and processes best suited for what they
are trying to accomplish in each.”

—Charles Tombazian, director, Global Strategic Planning Avnet, Inc.



“We know facilitators and facilitation help project teams to be more effective and

efficient, but who helps the facilitators? Tammy Adams, Jan Means, and Michael

Spivey do, and the opportunity to connect to their knowledge and skill through
this book is an important one.”

—Cameron Fraser, IAF certified professional facilitator and chair,

International Association of Facilitators

“Adams, Means, and Spivey have created a very accessible book for project man-
agers and team leaders who want to improve their facilitation skills. There is a
lot here for experienced facilitators, too. Having clearly presented the book in an
organized format and a conversational tone, the authors demonstrate their own
skills in facilitating (or making easy) the process of planning, running, and trou-
bleshooting project meetings. The opening chapter includes a self-assessment of
our project meeting facilitator skills—a quick way to help us pay attention to what
we already know and what gaps the book can help close. I like the approach of
looking at different types of meetings through the life cycle of a project from initi-
ation to closure. This book is a great reference guide to keep dipping back into as
we move through the various stages of a project.”

—]Julia Young, vice president, Facilitate.com
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Introduction

OBVIOUSLY THIS BOOK IS about projects. It says so right in the title—The Project
Meeting Facilitator. Projects are how work gets done. They can be as grand as build-
ing a space shuttle or as small as building a birdhouse. Regardless of the size, they
all have objectives, expected outcomes, a defined start and end, a budget, tasks,
and assigned resources (even if that’s only you). In organizations, projects are the
method for bringing the company’s vision to fruition. Projects enable change. They
are initiated with various goals aimed to improve service, increase profit, reduce
waste, enlarge market share, or speed up cycle time. Such ambitious efforts require
diligent oversight and coordination to ensure that projects attain their intended
objective. That’s where the project manager (PM) comes into the picture. The PM is
the person responsible for making sure the project gets from here to there success-
fully with a minimum of unanticipated problems and risks. But projects involve
many more roles than just the PM. There may be leads, analysts, customers, technol-
ogy and quality resources, business experts, management, and a host of others with
the knowledge, authority, or expertise necessary to make the project successful.

This brings us to the topic of meetings—the third word in the book title. Meetings
are a vehicle for exchanging information, confirming progress, creatively develop-
ing deliverables or solutions, making decisions, and growing as a team. Unfortu-
nately, we seem to have a dysfunctional relationship with meetings. We need them,
but hate them. Sure, we may have too many of them. Recent surveys show that
we spend anywhere from 25 to 50 percent of our time in meetings (depending on
our role and responsibilities) (PASS Online, n.d.). But ultimately, meetings provide
a means for collaborative thinking, discussion, and deliberation that is invaluable
in getting project work done. Sad to say, most of the meetings we’ve attended fall
short of their potential.

Xi
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But wait. The title of this book includes one more word we have yet to men-
tion—facilitator. This word holds the key to making project meetings effective. The
facilitator is the one who guides the meeting process—making sure everything and
everyone is prepared to do their best work, managing the meeting itself, and doc-
umenting the meeting outcomes. Through intentionally planning, using facilita-
tive techniques, and managing group dynamics, this person can transform useless
meeting time into productive results. This facilitated collaboration helps people
work better together to create the outcomes and project deliverables you need in a
focused period of time.

But despite the demonstrated value, extended training in human dynamics and
facilitation skills are not a standard part of project, quality, or process management
training. This is unfortunate. Knowing how to facilitate people toward desired
results greatly increases the potential for both project and self-success. So if you
are the project manager, team leader, or in an other support role that regularly
places you in situations requiring facilitation of groups or teams, The Project Meeting
Facilitator has been written for you.

Our goal is simple—to help you become a better project meeting facilitator. We
will not attempt to teach you how to facilitate. To do so requires watchful coaching
and feedback that simply cannot be provided in book form. We will, however,
help you look at project meetings with the eyes of a facilitator, and we’ll provide
collaborative techniques and practical tips we’ve found useful in our practice. We’ll
also share new insights into some well-known meeting tools to help you learn how
to actually use them to manage your meetings more effectively.

How to Use This Book

This book is intended to be used as a reference manual. Although we’ve tried to
include enough stories to educate and entertain you, it was never our intention that
you sit down and read it through from cover to cover. Instead, let your situation
and need guide you to the section and chapter that is most relevant to you.
Section One provides the basics around meeting facilitation and tools. Chapter
One introduces the role of the project meeting facilitator (PMF). If you're curious
about how to determine whether you're the right facilitator for a particular meeting
or how your skill set stacks up against core facilitation competencies, you'll want
to read this chapter. Chapter Two looks at two foundational meeting concepts—
when to hold a meeting (and when not to) and what constitutes a productive
meeting. Chapters Three and Four outline facilitation tools and techniques that
can be applied to any type of meeting to better prepare, manage momentum, keep
discussions focused, clarify communication, get and keep people engaged, and
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manage those pesky dynamics of working together. You'll want to delve into these

sections to find nuggets that will help you see immediate results.

Section Two looks at twenty of the most common project meetings. For each

one we've provided stories and helpful tips, along with the following information:

When it should occur in relation to other project meetings
The meeting purpose and objectives

Suggested participants

Typical inputs required for the meeting

Expected outputs of the meeting

Suggested agenda topics

Do’s and don’ts learned from experience

A troubleshooting guide for those unique situations

To best use this section, we recommend that you go to the Contents and look

up the specific meeting you'll be facilitating. Read through the related information

and use it to guide your planning efforts. Prior to the meeting, scan through the

Troubleshooting Guide to make sure you’ve incorporated best practices and know

what to do if something unexpected comes up.

And if you want to continue to expand your skills and knowledge, Section Three

is for you. In it you'll find some of our favorite books and websites, along with a

list of organizations that promote continued learning, networking, and growth in

the areas of facilitation and project management.

Like you, we love to learn. So please share your lessons learned, meeting

insights, questions, and triumphs with us at TheTeam@PFacilitatingProjects.com.
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Project Facilitation
Basics

HAVE YOU EVER BEEN INVOLVED in a project that didn’t require
a meeting? Neither have we. Project meetings provide a forum
for exchanging information, coming up with new ideas or al-
ternatives, making decisions, validating work products, or just
learning how to work better together. They can occur on a reg-
ular basis or on the spur of the moment. They may involve two
people or thirty. But regardless, project meetings are intended
to achieve results. And most times you, the project manager,
are expected to make it happen—whether you've had facilita-
tion experience or not. So in Section One, we'll give you some
guidelines, insights, tool, and techniques to help you make any
meeting you lead more productive.

Chapter One introduces you to the concept of the project
meeting facilitator (PMF). The PMF is responsible for the end-to-
end meeting process, including preparation for, facilitation of,
and follow-up on the meeting and its deliverables. This chapter
provides a checklist for helping you assess whether you're the
right person to be the PMF and suggestions on what to do if
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you're not. Last, it provides some insight on how to assess and
improve your facilitation skills.

Chapter Two takes a look at meetings—specifically project
meetings—and how to transform them from an unfortunate
waste of resources into a productive way of accomplishing
work. It explores the topic of when and when not to hold meet-
ings and what a productive meeting looks like. It challenges
you to a higher meeting standard—meetings as well-planned,
well-managed journeys that engage participants in discussion,
debate, and discovery to reach the desired goal.

But like a carpenter, every facilitator needs a set of tools that
will aid in artfully transforming both good wood and knots into
the desired product. Chapter Three looks at some familiar yet
often underutilized tools to plan and manage meeting pace and
momentum, keep discussions focused, and aid in mutual under-
standing. Rather than discussing how to create these common
tools, we’ve focused on how to actually use them in meetings to
achieve the desired result: an efficient, effective project meeting.

Chapter Four wraps up the section by looking at techniques
for keeping people engaged in the meeting process. This in-
volves both getting them prepared to contribute and managing
their involvement during the meeting. To accomplish this, we
share insights around such topics as effectively eliciting input,
keeping participation balanced, and handling difficult situa-
tions.

Remember, a meeting without actionable results is simply a
waste of valuable resources. So continue to assess and improve
your facilitation skills, hold meetings only when necessary, and
apply good meeting practices when you do. These steps alone
will move your meetings from a waste to a productive use of
time.



What Is a Project
Meeting Facilitator?

Coming together is a beginning. Keeping together is
progress. Working together is success.
—HENRY FORD

LEADERSHIP. MANAGEMENT. DIRECTION. RESULTS. All of these
words evoke images in our minds—positive images of busi-
nesses getting things done effectively.

Let’s try another word: meetings. Now what images come to
mind? Tedious? Tiring? Boring? Unproductive? Waste of time?
If you can relate to any of these images, then be encouraged.
Meetings need not be a waste of precious project resources.
They can be the single most effective vehicle for project
collaboration—whether they are used to exchange information,
confirm progress, creatively develop deliverables or solutions,
make decisions, or grow as a team or individual. You just
need to know how to transform meetings in your organization
from an unessential drain on resources to a vital means of
accomplishing project work. How do you do that? Start by
adding meeting facilitation skills to your project management
inventory.
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Profile of a Project Meeting Facilitator

Ever get to a meeting and sit around for the first five minutes
trying to figure out who’s leading it? As you wait to see who
will step up and take the helm, the discomfort can be obvious.
Then the project manager shows up. It seems to be an unwrit-
ten assumption that project managers know how to manage
not only projects but project meetings. Unfortunately, meet-
ing planning, group dynamics, and general facilitation skills
are not typically included in the project manager training pro-
gram. And whether you are a project manager or a project team
member, you've probably already recognized the fact that a
significant part of your project experience will revolve around
meetings.

So what does it mean to facilitate a project meeting? It does
not mean directing, dictating outcomes, or getting everyone to
see things from your point of view. It is broader than hosting
or being an emcee and more involved than just moderating the
discussion or monitoring time. The role of the project meeting
facilitator (which we’ll refer to as the PMF from here on to
make reading easier) is about enabling and guiding. Thinking of
yourself as a meeting facilitator will help you start to form anew
mental image of your role and its associated responsibilities.

What is the role of a PMF? A meeting is often seen as the two-
hour event scheduled this coming Tuesday afternoon at 1:00 PM.
But a meeting is a process that requires preparation, delivery,
and follow-up. And the PMF is responsible for the entire thing.
See Figure 1.1 to get insight into the key activities involved in
each of the three phases of the meeting process.

As this figure shows, the core responsibilities of a PMF span
the scope of the end-to-end meeting process and include

e Establishing and confirming appropriate meeting objectives
and desired outcomes

e Translating those meeting objectives into a productive plan
for accomplishing them (that is, agenda design)
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FIGURE 1.1
The Project Meeting Process (With Key Activities)

|:| |:| Meeting Planning :| |:| Meeting Delivery :| |:| Meeting Follow-up
v Define session objectives * v Welcome v Back up all meeting documentation
v ldentify required deliverables * v Confirm objectives and agenda v  Review deliverables with sponsor
v Determine meeting approach * v Introduce participants and project manager
v Determine decision-making process* v Review meeting ground rules v Obtain meeting feedback
v  Clarify roles and responsibilities * v Hand out meeting materials v Distribute meeting deliverables
v ldentify participants * v Perform the “work” of the to attendees and other
v Set date, time, and location * meeting: appropriate recipients
v Develop agenda * - Lead meeting dialogue v Incorporate “next steps” into
v Send invitation and agenda - Create deliverables project plan *
v Create meeting materials * - Confirm decisions v Incorporate the meeting outcomes
v Prepare participants * v Confirm action items, owners, and into the project plan *
v Confirm meeting logistics and due dates v Continue follow-up on open
required technology v Validate meeting decisions issues and action items *
v Send meeting materials and outcomes v Manage deliverable updates and
v Confirm attendance v Gain agreement on next steps revisions *
v Arrive early to make certain all
is ready

* Items noted with an asterisk are typically performed in conjunction with the project manager. If the project meeting facilitator
is also the project manager, then the same person is playing two roles with respect to meeting facilitation.

Communicating effectively prior to the meeting to encour-
age participant readiness

Ensuring that the right people are in attendance to accom-
plish the objectives

Creating an environment that encourages full participation
of meeting attendees

Getting people engaged and participating productively dur-
ing the meeting to achieve meeting objectives

Communicating meeting results and incorporating meeting
outcomes and next steps to maintain project momentum

Obtaining and incorporating meeting feedback to continu-
ally improve the meeting process

These eight responsibilities describe the role of a PMF, and your
ability to carry them out will lay the groundwork for meeting
success. We'll give you some tips for improving your skills in
these areas in subsequent chapters, but for now start think-
ing about the change this may require in your typical meeting
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scheduling and behavior. An effective PMF does not just show
up at the meeting start time, out of breath from running between
meetings. The PMF doesn’t jump ship during the meeting when
the going gets tough, or leave outcomes hanging after the meet-
ing concludes. Instead, this person is in the room ahead of time,
prepared to lead and guide the team in getting work done. And
after the meeting, the PMF follows up effectively to ensure that
outcomes are fully documented and used.

Are You the Right Facilitator for the Meeting?

All meetings are not the same; not only do they have different
objectives, expectations, and deliverables, but they also vary in
tone and complexity. Accordingly, you should not expect to be
an effective facilitator for every sort of meeting. We each have
meetings that we’re more comfortable with based on our in-
dividual experiences and preferences. A meeting to facilitate
senior management through project strategy and funding de-
cisions is certainly different from a weekly team meeting to
confirm project progress. And although you might be a master
at status meetings, you may not be the best person to facili-
tate requirements development meetings. Understanding your
personal strengths, preferences, and growth areas will help you
determine which meetings best fit your current skills. Table 1.1
shows a range of meeting situations and the recommended level
of skill needed for each.

You may ask: how do I assess my skill level? Let’s look at
three levels of facilitation ability: novice, skilled, and expert. As
a general rule, novice facilitators are those who are fairly new to
facilitation. They understand the basic mechanics of scheduling
and agendas, but have little experience with or training in group
dynamics or more advanced facilitation techniques.

Skilled facilitators have solid meeting capabilities and the
competence to confidently lead when confronted with road-
blocks or unexpected issues. They have probably received some



