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How To Use This Toolkit

Different team leaders are at different stages and this toolkit provides a basic guide from which
team leaders can pick and choose topics they need support on.

Working successfully in teams does not necessarily come naturally to many of us; it is an acquired
skill in need of guidance and support.

This toolkit provides practical hints and tips on areas such as team leadership, performance and
communication.

It aims to aid managers when they are looking for practical ideas on how to address issues raised
in everyday situations.

Each section covers the following areas:

Using this section

Practical hints and tips

Comments from top scoring managers
Questions for you

B wn e

(Continued...)
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Using This Section

An effective meeting is one where the objectives have been clearly defined and are achieved in a
timely manner with appropriate and positive contributions from everyone who is involved.

This section will help you prepare, set rules for and follow up successful meetings.

Practical Hints And Tips

Ef f eneetingsvden't just happen. They require thought, planning, organisation and

leadership ”

Pre-meeting Preparation

U Clearly establish the purpose and objectives of the meeting.

U Consider whether a meeting is actually necessary.

U Could the objective be achieved more effectively using other methods, e.g. memo, E-mail,
one-to-one discussions, conference calls, etc.

U Decide who needs to be involved, who should chair the meeting.

U Discuss the intended meeting with and brief those who are to be involved.

U Organise the date, time and place for the meeting.

Prepare And Issue An Agenda Which Includes:

U Items to be discussed.

U The time allocated to each item.

U The name/initials of the person who will lead the discussion.
U The date, start and finish times, location.

U  Any appropriate attachments and pre-briefing materials.

(Continued...)
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U Organise the room, making arrangements for the following, as necessary:
A Equipment, e.g. flip charts, OHPs, whiteboards, paper, pens, pencils etc.
A Appropriate seating and table layouts.
A Refreshments
A Arrange for one of the meeting participants to make meeting notes, or arrange a

meeting secretary.

Sample Agenda For A Team's Regular Meetings

Who Is Time
Attendees: Meeting Date: Leading The Estimate
Team?

Apologies:

Warm-up Activity/Introductions
Agenda Review/Goals For The Meeting

Progress Reports On Individual Work (Use Minutes To Identify
Topics)

Other Reports, Presentations, Activities Or Discussions (List
Topics)

Action To Be Taken Before The Next Meeting
Agenda Items For Next Meeting (List Here)

Meeting Review Total Time

(Continued...)
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Sample Meeting Record

Attendees: Date:
Apologies:

Visitors:

U Subject/Item
U Key Points

Action (By Name) | Deadline
(Date/Time)

U Subject/Item
U Key Points

Action (By Name) | Deadline
(Date/Time)

(Continue for all subject)
Date For Next Meeting: (date/time/location)

Meeting Review: (Total Time)

(Continued...)
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Helpful Behaviors At The Meeting

Promote A Positive Environment

U Asan opener to a meeting, make a habit of asking each person to share a recent achievement
and to appreciate one or more colleagues for their support or contribution.

U  You should also take part in this. This helps create an environment in which people can think
at their best and have confidence to put forward opinions and ideas.

U During the meeting, practice a ten-to-one ratio of appreciation to criticism. Being over-critical
or 'damning with faint praise' will discourage further participation and involvement.

U  When closing the meeting, summarise what has been achieved and appreciate everyone for
his or her contribution during the meeting.

U Alternatively, ask everyone else to comment on what has gone well in the meeting. This will
encourage willingness to carry forward actions from the meeting and to return and

participate in further meetings.

Everyone Matters

U Go round several times during a meeting, giving everyone an opportunity to speak.

U  Alternatively break the team into pairs for five minutes and ask them to think through and
discuss ideas or issues and then provide input. This encourages everyone to get involved and

think things through without being ‘pounced on.'

Encourage Good Listening

U Allow people to finish their sentence without interruption. You may also need to allow people
to complete their thought, which requires a silent pause. Make sure that you actively listen -
park your own thoughts and focus on the person fully.

U By the same token, you will also need to see to it that others do not interrupt. One way of
doing this is to agree with attendees that this is a 'meeting rule' and to give everyone
permission to point out when the rule is broken and to hold each other to the rule.

(Continued...)
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Question Assumptions
U It may be helpful to encourage people to identify what is fact and what is belief. Both are
valid, but sometimes our beliefs are assumptions that limit our thinking and it can be helpful
to challenge these.
U Challenge can help us develop different perspectives on a problem or generate alternative
options and ideas. However, it can also feel like a 'put down.'
U To avoid this:
A Explain the rationale or purpose of your challenge and allow them to counter
challenge.
A Challenge the thinking and not the person.
A Be supportive - build on the contribution and offer different perspectives or an
alternative route forward.
A Everyone has a right to challenge - no one person more or less than another.
A Discourage challenge for its own sake or to score points.

A Demonstrate that you invite and value challenge.

Ground Rules For Ensuring Appropriate And Positive Contributions

U Listen when others are speaking

U Understand what is being said, ask questions if unclear

U Respect opinions of others

U Value all contributions

U Build on suggestions or ideas, don't kill them

U Surface hidden agendas, be honest, show feelings and concerns
U Be open minded, look for positives

U Don't get too emotional

(Continued...)
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U Don't dominate discussions, encourage others to express their views and opinions
U  Stick to the point

U Have fun

You May Also Choose To Measure Certain Aspects Of Your Meeting Effectiveness, For Example:

U Percentage of actions completed on time.

U Variations from start and finish times.

U Lateness.

U Over/under run on agenda items (especially useful for regular items as items can be adjusted
accordingly).

U Timely production of agenda and meeting notes.

U Feelings of attendees.

Things To Do After The Meeting

U Produce and issue the notes of actions agreed within 24 hours of the meeting
U  Progress the completion of actions assigned

U  Monitor the progress of actions

U Prepare for the next meeting

"It's key to acknowledge the whole group and never to forget that they are individuals"

"Preparation is key”

(Continued...)
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Questions For You

1. Do you always keep minutes/notes from meetings and distribute to those involved?
2. Do you monitor the progress of actions from each meeting?

3. Do you assign one person as responsible for each action?
4,

Do you listen actively? (see Listen Actively section)
Hint

More than one person may be involved in completing an action, but only one person should |
named as being accountable for ensuring its completion.

Label items on the agenda ‘for informatio
specific or unusual points in the attachments notes section.

Agendas should be issued at least 3 working days prior to the meeting.

Keep the notes simple and consider issuing them either in handwritten form or vaaih e
network if this helps to ensure they are issued quickly.

(Continued...)
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Call Us On — 0333 006 5055

Email Us At — info@3spireslearning.co.uk

Contact Us Via Our Website —
www.3spireslearning.co.uk

Like Our Facebook Page -
https://www.facebook.com/3spireslearning

Follow Us On Twitter - @3spireslearning
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