
                                                                  
 
 
 

What Kind of Meeting Should I Call? 
 

A Short Guide for Managers  
and Working Professionals 

 
 
 

www.the-right-talent.ca 

 
 

If this intrigues or inspires you, 
join the Life Long Learning about Organization Community 

to get access to more insights like this: 
click here. 

 

_______________________________ 

 

© Roelf Woldring of The Right Talent 

www.the-right-talent.ca 

2010 – 2022 

http://www.the-right-talent.ca/
https://the-right-talent.ca/
https://bit.ly/LLLcommunity
http://www.the-right-talent.ca/
https://the-right-talent.ca/�
https://the-right-talent.ca/�
https://bit.ly/RoelfonLI�


What Kind of Meeting Should I Call? 
 

 

 
    Page 2 of 19    

 

 

Contents 
General Principles .............................................................................................. 3 

What kinds of meetings are covered in this guide? ........................................... 3 
Should you call the meeting in the first place? .................................................. 4 
Should you always have a “process facilitator”? ............................................... 4 
Are their general rules that apply to all types of meeting? ................................. 6 
Can meetings achieve more than one purpose? ............................................... 7 
What “general” aids help the forward progress of all meetings? ....................... 8 

Guides for Meetings with Different Purposes .................................................. 9 

To set an objective .......................................................................................... 10 
To define a problem ........................................................................................ 11 
To solve a problem .......................................................................................... 12 
To plan the implementation of a solution / to plan action ................................. 14 
To get approval ............................................................................................... 15 
To inform a group ............................................................................................ 16 
To allow individuals to inform each other of “status” ........................................ 17 
Who is Roelf Woldring? ................................................................................... 19 

 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

You may download and print a single copy of this article for your own use. 
 

Please contact us if you want to make multiple copies of this paper 
for use in your business or organization. 



What Kind of Meeting Should I Call? 
 

 

 
    Page 3 of 19    

 

General Principles  
 
What kinds of meetings are covered in this guide? 
 
On the following pages, you will find a short guide to meetings. We all attend 
them all the time. We seldom get any formal training in how to run them and to 
participate effectively in them. This guide fills a small part of that gap.  
 
A meeting happens when 3 or more people come together in a room or other 
convenient place for some purpose. Generally, they sit around a table. They may 
make use of computers and overhead projectors during their work together.  
 
Notice that working conversations between two people are not treated as 
meetings in this guide. They are an important part of work. Sometimes they are 
very formal (e.g. a performance appraisal session) and follow defined 
procedures. They are different from a meeting in that the “flow” of dialogue is 
much easier to follow and to manage than the dialogue that occurs when 3 or 
more people get together.  
 
This guide covers meetings that are called for the following reasons.  
 
1. To set an objective, 
 
2. To define a problem, 
 
3. To solve a problem, 
 
4. To plan the implementation of a solution – to plan action, 
 
5. To get approval, 
 
6. To inform a group,  
 
7. To have individuals inform each other of “status”. 
 
For each of these reasons, you will get guidelines on  
 

• when to hold the meeting, 
 
• who should attend,  

 
• what “process” or “meeting recipe” you should follow,  
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• whether or not your or one of the other attendees should be a “process” 
facilitator,  

 
• what kind of material you should include in the documentation of the 

meeting> 
 
Should you call the meeting in the first place? 
 
In general, you should not call a meeting when one or more of the following is 
in place. 
 
1. You and others can deal with issue in a few (1 to 3) one-on-one working 

sessions.  
 
2. One or more people can deal with the issue as part of their normal day-to-day 

work activities.  
 
3. People can deal with issue as part of the normal day-to-day routine and 

procedures: work flows that define who does what (tasks) and what 
information is passed (hand offs) between people.  

 
Meetings take time. Employee surveys report that people find them frustrating, 
especially when their purpose and the process (meeting recipe) to be used is not 
clear. Don’t call a meeting if the issue can be dealt with as part of normal day to 
day routine or work flow.  
 
Should you always have a “process facilitator”? 
 
A process is nothing more than a “recipe” for a meeting. It is a work flow that 
clarifies the steps that the attendees need to follow. It also specifies the 
information that should be produced at each step. Think of it as a work flow for a 
meeting.  
 
Meetings often benefit from having a person kind on the “process facilitator” or 
recipe manage role. Keep the following mind when you consider having a person 
that on this role.  
 
1. A process facilitator must take removed from the “content” of the issue and 

focus on managing the process. Many people, particularly people who have 
feelings about the issue being addressed in the meeting, cannot do this.  

 
2. The process facilitator needs “active listening” and “accurate recording / 

summarization” skills. Many people do not have the levels of these skills 
needed to work with a group of people, although they do all right in one-on-
one working sessions.  



What Kind of Meeting Should I Call? 
 

 

 
    Page 5 of 19    

 

 
3. Excellent facilitators have the following skills as well: 
 

• effective confrontation of others, 
• use of humor to “facilitate” interpersonal working relationships, 
• conflict resolution / mediation 
• meeting documentation,  
• flip chart creation and management,  
• intermediate to advanced word processing / computer skills (including 

overhead projector management). 
 
Not everyone is a good meeting facilitator. Fortunately, you don’t always need 
one. In general, you need a process facilitator when: 
 
1. The issue is complex and likely to involve conflict because of differences of 

approach, opinion, self interest or need. 
 
2. The people who will attend the meeting have never or seldom worked before 

and come from a variety of working cultures, either within your organization, 
or from a number of organizations. 

 
3. The cost of the meeting, simply by virtue of the time of the people attending, 

is significant.  
 

Note: 
People continue to under estimate this because the cost does not involve 
the expenditure of dollars. However, think of it this way. Assume that 
average salary in your organization is $40,000 (a low figure for any 
organization that is made up of professionals and knowledge workers).  
 
 Calculate an average hourly cost for each person by adding a markup 

for benefits and overhead (say 1/3 = 40,000 x 1.3) = $52,000, and then 
dividing it by the number of hours in a work year (12 months x 20 days 
= 240 minus 30 day average for vacation) = 210 days x 7 productive 
hours a day ) = 1470 hours a year = $35 an hour.  

 
So each meeting hour costs at least $105 (minimum of 3 people) and can 
cost as much as $ 350 an hour for a meeting of 10 people. A 7 hour 
meeting of 10 people will cost $2450.  
 
Assuming that a facilitator works these 7 hours at the meeting, this means 
a cost of $245 to ensure that cost of $2450 is productive.  

 
4. In general, you do not need a process facilitator when: 
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• the people at the meeting have worked together before in a meeting 
format, and have a history of doing so successfully.  

• the people at the meeting are familiar and experienced with the “process” 
they must use to have a successful meeting.  

 
5. Sometimes the person calling the meeting handles the process facilitator role 

as “chair” of the meeting. This often works, especially when the two previous 
conditions (attendees have worked with one another and have experience 
with the process or meeting recipe).are met. However, “chairs: often have 
feelings, opinions, interests, or needs that keep them from being “neutral” on 
the issues. When this is the case, they also have difficulty being effective 
“content neutral, process focused” facilitators.  

 
Are their general rules that apply to all types of meeting? 
 
Every meeting benefits from the participants following these “rules of effective 
meetings”. 
 
1. Only 1 person at a time talks.  
2. Complete 1 topic or step in the process (meeting recipe) before moving onto 

the next.  
3. Start and stop at a specified time. Get together again if there is more work for 

the group to do.  
4. Everyone stays in the room at all times during the meetings.  
5. The meeting room is a “device free” zone. Playing attention to messages on 

Blackberry or other device is the same as leaving the room. Turn then off for 
the duration of the meeting.  

 
Note: 
Lots of people have trouble with this in this modern time. However, non-
verbally people are saying “The person who has sent me this message is 
more important than all of you in this meeting” when they respond to their 
cell phones or PDA during a meeting. It is simply disrespectful, as well as 
disruptive.  
 
Skilled facilitators know the pressure on people to respond to their 
devices, provide regular breaks in which people can do so.  
 

Meetings also benefit from preparatory work, done by the people attending, the 
person calling the meeting, and the process facilitator if present.  
 
1. Circulate relevant material before the meeting, in time for people to review it. 

This usually means several days in advance.  
2. Review the material before attending the meeting.  
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3. Circulate an agenda, outlining the meeting and its objectives (especially the 
decisions to be made) before the meeting.  

 
Note:  
 
Many agendas are dysfunctional, in that they list a set of topics to be 
considered in a meeting. Simply changing from a list of topics to a list of 
questions that identify what needs to be achieved with respect to 
each topic dramatically improves the functionality of agendas.  
 
Think of a functional meeting agenda as being a table with the following 
columns. 
 
Topic Objective Impact Relevant Material  
 
A few words 
to identity the 
topic. 

 
A short question 
(usually 1) that 
clarifies the objective 
of this topic, or the 
decision to be made 
regarding it. 

 
A single full 
sentence that 
clarifies the 
consequences of 
achieving this 
objective or making 
this decision. 

 
A short list of the 
material relevant to the 
topic. 

 
Not all meetings need this kind of agenda. However, most will benefit from 
it.  
 

4. Pre-brief attendees in separate or individuals working sessions, if the matter 
at hand is complex, or likely to require conflict resolution among the 
attendees.  

 
Can meetings achieve more than one purpose? 
 
Many meetings do. People call and attend multi-purpose meetings all the time. 
Unfortunately, the people who call them do not separate the meeting into a series 
of ‘sub-meetings”, each with its own clear purpose, agenda and process 
structure.  
 
People find that confusing. Often the attendees of the overall meeting have 
different levels of involvement in the different purposes. They pay attention to 
what concerns or interests them, and phase out during the other parts. (No 
wonder people attention to their Blackberries, iPhones, smart cell phones, iPads 
and other such devices.) Others see this, and react accordingly. The overall 
effectiveness and level of accomplishment of the meeting suffers. 
 
Meetings with multiple purposes, without clear separation into appropriately 
sequenced sub-meetings, are the source of the “frustration with the endless 
meetings we have around here” findings on employee satisfaction surveys. Do 
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whatever you can to avoid them. A series of short, separate meetings 
accomplishes much more than one long rambling one.  
 
If you must cover multiple purposes in a single meeting, take care to structure it 
well. Think of it as a series of sequential meetings rather than as one long one.  
 

• Call breaks, (even short ones of a few minutes) between the sub-sections. 
• Carefully introduce the appropriate process (meeting recipe) to be use at 

the beginning of each sub-section.  
• Ask people to move (e.g. come to seats at the table, move to chairs 

against the wall …) to clarify who is participating when.  
• Separate the documentation into appropriate sections.  
 

 
What “general” aids help the forward progress of all meetings? 
 
Meeting rooms equipped with the following: 
 
1. Reasonable meeting tables and chairs 
2. Flip chart stands and markers – fresh and with adequate paper that can be 

mounted on the walls using marking tape. 
3. Overhead projectors for use with laptop or other computers 
4. White boards with appropriate makers and erasers and digital cameras to 

take “pictures” of white board contents before they are erased. 
5. Posters with the general “Effective meeting norms” in large text.  
6. Posters with outlines of the “process or meeting recipe” to be followed in the 

meeting. 
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Guides for Meetings with Different Purposes 
 
Each of the following types of meetings is covered on a new page.  
 

To set an objective .......................................................................................... 10 
To define a problem ........................................................................................ 11 
To solve a problem .......................................................................................... 12 
To plan the implementation of a solution / to plan action ................................. 14 
To get approval ............................................................................................... 15 
To inform a group ............................................................................................ 16 
To allow individuals to inform each other of “status” ........................................ 17 
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What is the purpose of the meeting? 
To set an objective 
 
Why is this being handled 
in this meeting? 
 

A joint meeting creates shared understanding of the 
and generates commitment to the objective 

Who needs to be involved 
in this meeting? 
 

7. The person who is “demanding” or requiring that 
the objective, or responsible for the parts of the 
organization that need to achieve it 

8. The individuals who are accountable for seeing that 
the objective is accomplished, either personally or 
by their staff 

Level of attendees should be approximate “peers” 
 

When should the meeting 
be held? 
 

When the objective needs to be set 
 

What “process or meeting 
recipe” is relevant 
(examples)? 
 

Strategic planning cycles: 
9. Define mission – what is to be achieved in a 

general sense 
10. Clarify critical success factors – the 3 to 5 things 

that must go right if the mission (objective) is to be 
achieved 

11. Gap analysis: what is current state (what is), what 
is future state(what should be given the objective), 
what is gap between each element of gap 

12. Clarify roles / responsibilities– who is accountable 
for what eliminating each element of the gap 

 
When would you use a 
“process” facilitator? 
 

New group – no history working well together prior to 
this  
 
Group has difficulty working together – existing conflict 
or conflict likely because of differences of approach, 
opinion, self interest or need 
 
A new leader is starting to work with an existing group 
 

What kind of material 
should be included in the 
meeting documentation? 
 

Objectives, main elements of future state, current 
state, gap, roles / responsibilities documents in full 
English sentences, if possible during the meeting on 
flip charts, followed by transcript shortly after the 
meeting.  
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What is the purpose of the meeting? 
To define a problem 
 
Why is this being handled 
in this meeting? 
 

A number of people need to agree on what the 
problem is, so that potential solutions can be 
evaluated against a common understanding of what is 
wrong 
 

Who needs to be involved 
in this meeting? 
 

The individuals responsible for resolving or addressing 
the problem, either personally or by their staff 
 
Level of attendees should be approximate “peers” 
 

When should the meeting 
be held? 
 

When an area of concern persists despite efforts to 
“fix” it, especially when such efforts do not get off the 
ground or fall 
 
When GAP analysis (see setting an objective) 
identifies a gap that must be overcome 
 

What “process or meeting 
recipe” is relevant 
(examples)? 
 

The SCORE model: analyze and classify events / 
items under the following headings 
1. Symptoms 
2. Causes 
3. Outcomes 
4. Resources 
5. Effects 
 

When would you use a 
“process” facilitator? 
 

New group – no history working well together prior to 
this  
 
Group has difficulty working together – previous 
attempts to resolve the problem have failed 
 
Individuals in group have a history of unresolved 
conflict which leads to them not being able to agree on 
“what” the problem is 

What kind of material 
should be included in the 
meeting documentation? 
 

Transcript of results, especially a clear statement of 
the problem as agreed to by all attending 
Statement of who is responsible for what in “resolving” 
or “eliminating” problem (Who, what, by when) 
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What is the purpose of the meeting? 
To solve a problem 
 
Why is this being handled 
in this meeting? 
 

The problem is complex enough (either technically or 
organizationally) to require the kind of input quality and 
commitment that can be achieved through group work 
 

Who needs to be involved 
in this meeting? 
 

The individuals who must accept the final solution as 
“valid” and as “relevant” to the problem, or their hand 
picked representatives who have the authority to do so 
 
The individuals who currently have the best expertise 
in the problem area  
 
Problem area experts from outside of the group or 
organization who have no stake in any of groups or 
past attempted solutions, especially if the 
implementation of previously agreed to solutions have 
failed 
 

When should the meeting 
be held? 
 

When a clear statement of the problem exists 
 
When this statement has been accepted as “the 
problem” by the individuals accountable for the areas 
in which the problem exists, and their behavior shows 
that they are ready to implement a “solution” 
 
When GAP analysis (see setting an objective) 
identifies a gap that must be overcome 
 

What “process or meeting 
recipe” is relevant 
(examples)? 
 

Solution generation process (brainstorming, ideal case 
analysis, research into other people’s history with 
similar situations etc) 
 
Solution evaluation process: 
SWOT matrix– strengths, weaknesses, opportunities, 
threats for each proposed solution; 
solution contribution critical success factor  
achievement matrix; 
solution contribution to evaluation criteria matrix; 
solution simulation; 
solution contribution to best and worse case scenario 
analysis, 
comparative cost benefit analysis of solutions 
…  
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When would you use a 
“process” facilitator? 
 

New group – no history working well together prior to 
this and the problem areas is complex 
 
Process facilitator has experience with processes new 
to the group  
 
Individuals in group have a history of not being able to 
stick to a defined solution generation or solution 
evaluation methodology for what ever reason 
 

What kind of material 
should be included in the 
meeting documentation? 
 

Document showing: 
- all rejected solutions and why 
- all accepted solutions, their relative evaluation, 

likely of success and cost / benefit  
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What is the purpose of the meeting? 
To plan the implementation of a solution / to plan action 
 
Why is this being handled 
in this meeting? 
 

A number of people need to agree on who does what 
when, so that task interdependency is clearing 
understood and agreed to 
 

Who needs to be involved 
in this meeting? 
 

6. The doers or the direct supervisors of the doers 
 
Level of attendees should be approximate “peers” 
 

When should the meeting 
be held? 
 

When the solution or action to be implemented on has 
been “agreed to” or “accepted” by all of the individuals 
involved in making it happen, so that the only issues 
left are “When, Who, Where, What and How”. 
 

What “process or meeting 
recipe” is relevant 
(examples)? 
 

Project Planning and Management Methods 
1. Work Breakdown decomposition 
2. Logical dependency i.e. Critical Path Analysis 
3. Task resource needs estimates 
4. Task elapsed time estimates 
5. Task cost estimates 
6. Task responsibility assignments 
 

When would you use a 
“process” facilitator? 
 

New group – no history working well together prior to 
this  
 
Group has not prior experience with standard project 
planning / management methodologies 
 
Group has difficulty working together – previous 
attempts to do so have failed  
 
A new project manager is starting to with this group 
 

What kind of material 
should be included in the 
meeting documentation? 
 

The action plan, showing who, when, what 
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What is the purpose of the meeting? 
To get approval 
 
Why is this being handled 
in this meeting? 
 

All of the approvers and potential blockers need to see 
in a public, visible way  that the approval have been 
given  
 
Those responsible for acting on the approval need to 
be “empowered” to do so in a way that is visible to all 
those impacted by them 
 

Who needs to be involved 
in this meeting? 
 

Those with the authority to approve  
 
Those with the authority to block  
 
Those who need to be empowered by the public 
approval so they can act  
 
Those who can most effectively and credibly present 
what is to be approved  
 

When should the meeting 
be held? 
 

When approval leading to “visible” empowerment is 
needed 
 

What “process or meeting 
recipe” is relevant 
(examples)? 
 

Effective presentation techniques  
 
Pre-briefing of key decision makers so that the 
“material” is not new to them at the meeting 
 
Circulation of agenda clearly indicating that this is an 
“approval” meeting and that approval is expected  
 

When would you use a 
“process” facilitator? 
 

Only in the case of extreme conflict, in which case this 
meeting should be preceded by “To define a problem “ 
and “To solve a problem” meetings that deal with 
those ideas 
 
Normally, the meeting chair provides all the process 
structure that is required  
 

What kind of material 
should be included in the 
meeting documentation? 
 

A clear statement of the approved item, with any follow 
up or review conditions that are attached to it, 
circulated to all impacted as quickly as possible 
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What is the purpose of the meeting? 
To inform a group 
 
Why is this being handled 
in this meeting? 
 

To broadcast information to a number of people in a 
way that ensures that they know to whom it has been 
broadcast (a form of organizational “theatre” that 
implicitly “blesses” the information in a public way) 
 

Who needs to be involved 
in this meeting? 
 

Individuals whose presence will give the information, 
once broadcast, credibility 
 
Individuals who are effective transmitters of 
information, especially to larger groups (from more 
than 10  to hundreds …) 
 
Individuals who need to “receive” the information and 
been seen to receive it 
 

When should the meeting 
be held? 
 

As needed in the perception of the individuals who 
want to broadcast the information 
 

What “process or meeting 
recipe” is relevant 
(examples)? 
 

Effective 1 to many information presentation and 
broadcast techniques, including multi-media and other 
forms of technology  
Specified start and stop times  
“Town meeting” question gathering and answering 
processes if that is a relevant part of the information 
broadcast  
 

When would you use a 
“process” facilitator? 
 

A “moderator” help structure the meeting 
 

What kind of material 
should be included in the 
meeting documentation? 
 

Handouts which attendees (and others) can refer to 
during and immediately after the meeting 
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What is the purpose of the meeting? 
To allow individuals to inform each other of “status” 
 
Why is this being handled 
in this meeting? 
 

A number of people need to be concurrently “up-to-
date” on the status of actions items or on-going work 
 

Who needs to be involved 
in this meeting? 
 

A chair who “runs” the meeting  
 
Those individuals who need to be “up to date” 
 
Those individuals who have current information on the 
items on which the others need to be up to date 
 

When should the meeting 
be held? 
 

Often a regularly scheduled event (once a day, week, 
month, quarter, year …) 
 
As required by events  
 

What “process or meeting 
recipe” is relevant 
(examples)? 
 

An understood sequence in which individuals will do 
the updates  
 
An agenda if the sequence of updates is managed on 
the basis of topics, rather than individuals.  
 
A “before the meeting” notification if new topic areas or 
individuals are to be added to the things on which 
updates are to be done during the meeting 
 
A process for recording items which require follow up 
(who, what, by when) 
 
A process for asking clarification questions (right 
away, at the end …)  
 
A process for stopping discussion (problem defining, 
problem solving … ) and moving it to another meeting 
of the individuals who need to be involved  
 
Defined start and stop times  
 
Sometimes these meetings are structured as stand up 
meetings, or each person has x number of minutes, in 
order to guide people to focus on what is most 
important and relevant, rather than everything 
 



What Kind of Meeting Should I Call? 
 

 

 
    Page 18 of 19    

 

When would you use a 
“process” facilitator? 
 

The chair normally provides the structure needed, 
especially if the group has been meeting regularly and 
understands the “processes” listed above 
 

What kind of material 
should be included in the 
meeting documentation? 
 

A list of actions (short statements) indicating follow ups 
(who, what, by when) as soon as possible after the 
meeting. Keep it short. It is a reminder. Status updates 
occur at future status meetings.  

 
 

______________________________ 
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