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Congratulations on downloading The Ultimate Guide
To Running Virtual Management Meetings!

By investing just a few minutes into reading this
guide, you will learn the key steps for running your
management meetings including:

When to hold the meeting for best attendance, 
How long should the meetings last so people
remain attentive during the meeting, 
How to structure the agenda for the meeting to
focus on the right issues, and
 The best tools for quickly and effectively
discussing issues and making a decision. 

By using these tools together in a consistent manner,
your team will get more out of the meetings and will
be more likely to attend the meetings. 

 These tools are designed for teams that have some
complexity and need a solid, lightweight decision-
making process but don’t want to have a frustrating,
slow-moving bureaucracy in place. 

Karl k    Maier
Founder, Abunden GROW
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What are the Keys to Having Consistently
Excellent Management Meetings?

The best way to change behaviors in most business situations is to
nudge the people into a consistent habit. The first habit is to show up
on time for the meetings. In order to do this, we first need to have the
meetings at the same time, every time.

For management meetings, the meetings should be weekly for nearly
any company. Smaller huddle meetings can be held daily and
quarterly or annual planning meetings can be very effective, but the
core management meeting should be weekly. 

When during the week should the meetings be held?

Depending on the schedule and routine of the company, the weekly
management meetings can be held on most days of the week.
Typically Tuesday, Wednesday, or Thursday mornings are good, as
are Monday, Tuesday, Wednesday and Thursday afternoons.  

For virtual meetings, it is best to pick a ninety-minute time period that
does not overlap with a meal time. The meeting is best held with a
buffer between the management meeting and other key meetings.

Keep in mind that for most companies, Friday is a poor choice for the
meeting. Too often, key people have taken off early for the weekend
making the meetings less productive. Also, people tend to be more
tired and less focused at the end of the week. First thing Monday
morning also tends to be a poor choice as managers tend to be
dealing with various issues that have come up over the weekend. 
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How Long Should Management
Meetings Last? 

The best management meetings are no longer than ninety minutes.
After ninety minutes of focus, very few people are able to maintain
their concentration on the matters at hand. This length of time is still
plenty of time to deal with some key issues in a structured manner.
With virtual meetings, it is particularly important to keep the meetings
on a schedule to keep everyone’s focus on the issues.

How should the meeting be organized?

There are four key phases for an effective management meeting.  

1. Segue

The first is a few minutes to acknowledge each other. Each person
should take up to  one minute (60 seconds) to quickly note one or two
things of note in their life. Personal items are encouraged to be
shared. In rare cases it will take longer to acknowledge the loss of a
close relative or other momentous event. Generally, this part of the
meeting should be no more than five minutes long.

2. Issue Identification

It is very easy for a leader to assume that they know what the issues
facing the organization are.  However, most important issues are often
ones that are hidden. Sometimes one part of the organization will see
an issue, but not understand its significance. 

Until it comes up and the other people in the organization can add
context to the issue, the importance of the issue may not be evident.
For this reason, it is important to spend 15 to 25 minutes identifying
issues. The specific ways to bring issues out into the open are listed in
one of the next questions. 
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3. Issue Processing

Processing issues is why the management team has scheduled the
meeting. However, getting all the information, ideas, perspectives,
options and emotions onto the table is extremely difficult. The details
of how to process issues is described in detail below.

 4. Summary and Conclude

Take the last five minutes of the meeting to summarize and close the
meeting. This step is composed of two parts. 

One part is the summary. Using the to-do list we created from the
issue processing is a great way to summarize the meeting and
remind people what tasks they have to do. Best practices are to
share the list of to do items in writing, perhaps by email or a
messaging app. 

The other part is the conclusion. Take a quick survey of how
productive the meeting was by asking everyone, in turn, to rate the
meeting from 1 to 10.   This step reminds everyone that we are
working to improve the meeting and make it a productive use of
everyone’s time.

--
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What are the Best Ways to Identify
Issues in Your Organization?

Understanding that an issue cannot be resolved until it has been
identified as an issue is a key step in running an effective
management meeting. When meeting virtually, the body language is
much harder to pick up on so using a more formal method of
identifying issues is highly recommended. How exactly do we identify
new issues?

  

There are several tools we can use to identify issues.  

1. Every business should have a set of key results, often referred to as
KPIs or Key Performance Indicators that are being tracked. For the
KPIs being tracked weekly, include them on a simple report
updated for the weekly meeting. 

A great way to display the information is to have a description of
the item being measured, the goal or target, and several weeks of
history for that KPI. Anytime the goal or target is not met, the reason
for not meeting the KPI becomes an issue for potential discussion
on the issue list.

2. It is common for a business to have goals for the quarters. Many
people refer to these quarterly goals as rocks. Keeping a list of the
rocks for the quarter and checking in each week as to whether the
rock is on track or not is a good motivator.  Anytime the rock is not
on track to be completed it becomes a potential item for the issue
list.
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3. As we note elsewhere in this ebook, once an issue is discussed,       
    there are likely to be one or more to do items for the to do list.           
  Each to do item should have a person assigned to the task and a       
  target completion date. Reviewing the list each week for items that   
  are not on track to be completed by their target date is another         
  way to identify items for the issue list.

4. The simplest way to identify potential issues is to ask everyone for   
     any news from their area.  

Were there people who performed particularly well or poorly? 
Were there any noteworthy stories about customers or vendors? 
 Was something delivered early or late? 
   Or something that was especially sad or happy?  

Sharing these types of stories often leads to the identification of new
issues for the list.

Does it matter what we discuss first?

Except for very small companies which have only a few issues to
discuss, there are more issues to discuss than there is time in the
meeting. In addition, not all of the issues have the same impact or
urgency.  Just as you don’t want to waste office supplies, space in the
building or production time, management time is very valuable.   By
discussing the biggest, most important issues first, you are saving
money! That is true for virtual or in-person meetings.   

For these reasons, it is important to prioritize the issues before diving
into the discussion. After a list of the items has been identified, take a
quick vote of the top two or three items from each person and move
those items to the top. Once those items are the top, the moderator
will typically make an executive decision about how to prioritize the
remaining items. If there are other opinions, try to include this
feedback into the prioritization

--
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How Do We Process Issues Effectively?

Once the issues have been identified and prioritized, the next
challenge is to have a productive discussion. The challenges are often
the preconceptions, perspectives and emotions that have been built
up around the issue, before it has even been discussed. 

The best way to get all these pieces together is to moderate the
discussion using the following approach:

First, state the issue. Let’s make sure we are all talking about the
same issue.

Once we have stated the issue, then we move into a moderated
discussion mode to bring out the different pieces described above:
information, ideas, perspectives, options and emotions. 

The moderator will ask various people or the whole group to take on
different perspectives during different parts of the discussion. This
mode is probably very different than most companies are
accustomed to using. However, this approach has been proven to be
significantly more effective and more efficient than traditional
approaches.

Generally, all the perspectives will need to be used at least once in
any discussion with divergent opinions. 

1. Just the facts! : This perspective asks the participants to be neutral
and focus on the objective facts and figures. 

 2.  Emotions :  Ask the participants to share their emotions. These
emotions could include rage, fear, excitement or disappointment
among many other emotions. 
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3. Brightness : Think sunny and positive! Use this perspective to get
participants to share the upside and possibilities of the situation.

4. Fresh and New :  Let’s get creative! The creative perspective is
about new ideas and options. Brainstorm without criticism in this
mode!

5. Organize : Often this perspective is more for the moderator of the
discussion. This perspective focuses on the administration of the
discussion, including the use of the other perspectives.

With some practice, using these different perspectives will create
more productive discussions generating results faster with better
outcomes for the individuals and the group as a whole.

Reach agreement and assign tasks to move forward. 

Is it necessary to assign all the to do items in writing?

Miscommunication is a danger to every group. Every manager has
faced situations where they thought the task was clear and was clearly
assigned with a specific deadline, only to find out later that the other
party did not share the same understanding.  

Putting to do list items down in writing dramatically increases the
chance the task will be finished. Following up on the status of all to do
items further increases the chances of success!

 

--
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What If The Meeting Runs Over Its
Scheduled Time?

Part of a successful meeting is starting on time and ending on time. In
order to start on time, we need to show respect for everyone’s time.
One of the major ways to do this is to end the meeting on time. 

When a meeting runs over time, even just a few minutes, it sends a
message that the group is not following the rules. If the rules are not
followed, then people stop showing up on time.  

People not showing up on time de-motivates the people who do
show up on time and leads to a self-reinforcing circle of decline. For
these reasons, it is important to end the meeting at the scheduled
time, even if the group is in the middle of a discussion.  
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Take The

Assessment...
GET STARTED!

Visit Us at Abunden.com
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https://www.abunden.com/get-your-leadership-score
https://abunden.com/

