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Transformational	
  Stories	
  
	
  The	
  High	
  Cost	
  of	
  Meetings	
  

“During	
   an	
   eight-­‐hour	
   day,	
   the	
  
conference	
   rooms	
  were	
   occupied	
   for	
  
at	
   least	
   six	
   hours.	
   I’d	
   say.	
   I	
   know	
  
because	
   my	
   secretary	
   booked	
   the	
  
rooms.	
  How	
  long	
  were	
  the	
  meetings?	
  
Got	
  any	
  idea?”	
  

“The	
  national	
  average	
   is	
  an	
  hour	
  and	
  
a	
  half.”	
  

“Our	
  meetings	
  weren’t	
  that	
  long,”	
  he	
  
said.	
   “Our	
   meetings	
   were	
   more	
   like	
  
an	
  hour.”	
  

“All	
  right.”	
  

Suddenly,	
   he	
  was	
   sitting	
  up	
   straight,	
  
drilling	
  numbers	
  into	
  his	
  calculator.	
  

“If	
   the	
   average	
   salary	
   of	
   the	
   people	
  
attending	
  the	
  meeting	
  was	
  $55,	
  000	
  a	
  
year––actually,	
   that’s	
   low	
   for	
   these	
  
days.	
  Let’s	
  say	
  $65,	
  000	
  a	
  year––then	
  
four	
   people	
   attending	
   a	
   one-­‐hour	
  
meeting	
  costs	
  $130	
  an	
  hour––$32.50	
  

a	
   person.”	
   His	
   calculator	
   clicked	
   to	
   a	
  
stop.”	
  

“All	
   right,”	
   I	
   said,	
   anxious	
   to	
   get	
   into	
   it	
  
with	
   him,	
   “but	
   that’s	
   pure	
   meeting	
  
time.”	
  

“What	
  does	
  that	
  mean?”	
  he	
  asked.	
  

“Well,	
   according	
   to	
   the	
   experts,	
   you	
  
have	
   to	
   take	
   the	
   base	
   pay	
   of	
   those	
  
attending	
  the	
  meetings	
  and	
  double	
   it––
because	
   every	
   meeting	
   requires	
   a	
  
certain	
   amount	
   of	
   reading,	
   reviewing,	
  
researching––you	
  know	
  all	
  the	
  stuff	
  that	
  
goes	
  into	
  meetings.”	
  

“Mostly	
  politics,”	
  he	
  said.	
  

“So,	
   at	
  $260	
   an	
   hour,	
   that’s	
   $1,560	
   a	
  
day,	
  or	
  $7,800	
  a	
  week.”	
  

“You	
  forgot	
  the	
  four	
  conference	
  rooms.	
  
Now	
  you	
  are	
  up	
  to	
  $31,200	
  a	
  week––or	
  
over	
   a	
   million	
   five	
   a	
   year––just	
   for	
  

meetings!”	
  

“We,	
   executives	
   seem	
   to	
   agree	
   that	
  
half	
   of	
   all	
  meeting	
   are	
   an	
   utter	
  waste	
  
of	
   time.	
   They	
   get	
   very	
   vocal	
   about	
   it.	
  
And	
   the	
   research	
   backs	
   them	
   up.	
   A	
  
recent	
   survey	
   pegged	
   ‘the	
   waste	
  
factor’	
  of	
  33	
  million	
  business	
  meetings	
  
held	
  in	
  America	
  every	
  business	
  day	
  at	
  
49	
  percent.”	
  

With	
   this	
   in	
  mind,	
   in	
   partnership	
  with	
  
Judith	
  Glaser,	
  we	
   are	
   embarking	
   on	
   a	
  
research	
   study	
   and	
   collecting	
   data	
   on	
  
meeting	
   effectiveness	
   versus	
   the	
   cost	
  
per	
  meeting.	
  We	
  are	
  looking	
  to	
  publish	
  
our	
  findings.	
  Over	
  the	
  next	
  month,	
  we	
  
are	
   looking	
   for	
   volunteers	
   to	
   provide	
  
some	
  basic	
  meeting	
  information	
  and	
  a	
  
follow-­‐up	
   survey	
   to	
   participants	
   in	
  
your	
  meetings	
  or	
  in	
  meetings	
  that	
  you	
  
attend.	
   If	
   you	
   are	
   interested	
   in	
  
participating	
   in	
   this	
   study	
   please	
  
contact	
   Brian	
   Warren	
  
brian.warren@viox-­‐services.com	
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keep	
   team	
  members	
   aligned	
  and	
   to	
  provide	
  a	
  daily	
   forum	
   for	
   activity	
  
updates	
  and	
  scheduling.	
  
	
  

The	
  Weekly	
  Tactical	
   is	
  what	
  most	
  people	
  have	
  come	
  to	
  know	
  as	
  staff	
  
meetings.	
   These	
   should	
   be	
   approximately	
   an	
   hour	
   in	
   length,	
   give	
   or	
  
take	
  20	
  minutes,	
  and	
  should	
  focus	
  on	
  the	
  discussion	
  and	
  resolution	
  of	
  
issues	
  which	
  effect	
  near	
   term	
  objectives.	
   Ironically,	
   these	
  work	
  best	
   if	
  
there	
  is	
  no	
  pre-­‐set	
  agenda.	
  Instead,	
  the	
  team	
  should	
  quickly	
  review	
  one	
  
another's	
   priorities	
   and	
   the	
   team's	
   overall	
   scorecard,	
   and	
   then	
  decide	
  
on	
  what	
  to	
  discuss	
  during	
  the	
  remainder	
  of	
  the	
  meeting.	
  This	
  will	
  help	
  
them	
  avoid	
  wasting	
  time	
  on	
  trivial	
  issues	
  and	
  focus	
  only	
  on	
  those	
  issues	
  
that	
   are	
   truly	
   relevant	
   and	
   critical.	
   The	
   key	
   to	
   making	
   these	
   tactical	
  
meetings	
   work	
   is	
   having	
   the	
   discipline	
   to	
   identify	
   and	
   postpone	
   the	
  
discussion	
  of	
  more	
  strategic	
  topics,	
  which	
  brings	
  us	
  to	
  the	
  third	
  kind	
  of	
  
meeting.	
  
	
  

The	
   Monthly	
   Strategic	
   is	
   the	
   most	
   interesting	
   kind	
   of	
   meeting	
   for	
  
leaders,	
   and	
   the	
   most	
   important	
   indicator	
   of	
   a	
   company's	
   strategic	
  
aptitude.	
  It	
  is	
  the	
  appropriate	
  place	
  for	
  big	
  topics,	
  those	
  that	
  will	
  have	
  a	
  
long-­‐term	
  impact	
  on	
  the	
  business.	
  These	
  issues	
  require	
  more	
  time	
  and	
  
a	
   different	
   setting,	
   one	
   in	
  which	
   participants	
   can	
   brainstorm,	
   debate,	
  
present	
   ideas	
   and	
  wrestle	
   with	
   one	
   another	
   in	
   pursuit	
   of	
   the	
   optimal	
  
long-­‐term	
   solution.	
   Each	
   strategic	
   meeting	
   should	
   include	
   no	
   more	
  
than	
   one	
   or	
   two	
   topics,	
   and	
   should	
   allow	
   roughly	
   two	
   hours	
   for	
   each	
  
topic.	
  
	
  

The	
  Quarterly	
  Off-­‐Site	
  Review	
  is	
  an	
  opportunity	
  for	
  team	
  members	
  to	
  
step	
   away	
   from	
   the	
   business,	
   literally	
   and	
   figuratively,	
   to	
   reassess	
   a	
  
variety	
   of	
   issues:	
   the	
   interpersonal	
   performance	
   of	
   the	
   team,	
   the	
  
company's	
   strategy,	
   the	
   performance	
   of	
   top-­‐tier	
   and	
   bottom-­‐	
   tier	
  
employees,	
  morale,	
  competitive	
  threats	
  and	
  industry	
  trends.	
  These	
  can	
  
last	
   anywhere	
   from	
   the	
   better	
   part	
   of	
   a	
   day	
   to	
   two	
   full	
   days	
   each	
  
quarter.	
  
	
  

The	
  Commitment	
  
One	
  of	
  the	
  keys	
  to	
  making	
  this	
  four-­‐pronged	
  meeting	
  structure	
  work	
  is	
  
to	
   overcome	
   the	
  most	
   common	
  objection	
  of	
   corporate	
   leaders,	
   "How	
  
am	
   I	
   going	
   to	
   get	
   my	
   work	
   done	
   if	
   I'm	
   spending	
   all	
   of	
   my	
   time	
   in	
  
meetings?"	
  There	
  are	
  two	
  ways	
  to	
  answer	
  this.	
  
First,	
  adding	
  up	
  all	
  of	
  the	
  time	
  that	
  these	
  meetings	
  require	
  amounts	
  to	
  
approximately	
   twenty	
   percent	
   of	
   a	
   leader's	
   time.	
   Ironically,	
   most	
  
leaders	
  spend	
  even	
  more	
  time	
  on	
  meetings	
  anyway,	
  particularly	
  if	
  they	
  
factor-­‐in	
   "sneaker	
   time"	
   which	
   accounts	
   for	
   the	
   hours	
   of	
   sending	
   e-­‐
mail,	
   leaving	
   voicemail	
   and	
   roaming	
   the	
   halls	
   to	
   clarify	
   issues	
   that	
  
should	
  have	
  been	
  made	
  clear	
  during	
  a	
  meeting	
  in	
  the	
  first	
  place.	
  
	
  

Second,	
   leaders	
   need	
   to	
   ask	
   themselves	
   a	
   basic	
   question.	
   "What	
   is	
  
more	
   important	
   than	
   meetings?"	
   If	
   they	
   say	
   "sales"	
   or	
   "e-­‐mail"	
   or	
  
"product	
   design,"	
   then	
   maybe	
   they	
   should	
   reconsider	
   their	
   roles	
   as	
  
leaders	
  and	
  go	
  back	
   to	
  an	
   individual	
   contributor	
  position.	
   If	
   you	
   think	
  
about	
  it,	
  a	
  leader	
  who	
  hates	
  meetings	
  is	
  a	
  lot	
  like	
  a	
  surgeon	
  who	
  hates	
  
operating	
   on	
   people,	
   or	
   a	
   symphony	
   conductor	
   who	
   hates	
   concerts.	
  
Meetings	
  are	
  what	
  leaders	
  do,	
  and	
  the	
  solution	
  to	
  bad	
  meetings	
  is	
  not	
  
the	
   elimination	
   of	
   them,	
   but	
   rather	
   the	
   transformation	
   of	
   them	
   int0	
  
meaningful,	
  engaging	
  and	
  relevant	
  activities.	
  

	
  

Avoid	
  Death	
  By	
  Meeting	
  
	
  

By:	
  Patrick	
  Lencioni	
  from:	
  Death	
  by	
  Meeting	
  

	
  
The	
  greatest	
  myth	
  that	
  exists	
  about	
  meetings	
  is	
  that	
  they	
  are	
  inherently	
  
bad.	
   As	
   a	
   business	
   society,	
   we've	
   come	
   to	
   accept	
   that	
   meetings	
   are	
  
unavoidably	
   painful	
   and	
   unproductive-­‐one	
   of	
   the	
   necessary	
   evils	
   of	
  
organizational	
  life.	
  But	
  the	
  fact	
  is,	
  bad	
  meetings	
  are	
  a	
  reflection	
  of	
  bad	
  
leaders.	
  Worse	
   yet,	
   they	
   take	
   a	
  more	
  devastating	
   toll	
   on	
   a	
   company's	
  
success	
  than	
  we	
  realize.	
  
	
  

Fortunately,	
   for	
   those	
   organizations	
   that	
   are	
   willing	
   to	
   challenge	
   the	
  
notion	
   that	
  meetings	
   are	
   unfixable,	
   it	
   is	
   possible	
   to	
   transform	
  what	
   is	
  
now	
  tedious	
  and	
  debilitating	
  into	
  something	
  productive,	
  focused,	
  even	
  
energizing.	
  The	
  key	
  to	
  improving	
  meetings,	
  however,	
  has	
  nothing	
  to	
  do	
  
with	
  better	
  preparation,	
  agendas	
  or	
  minutes.	
  To	
  address	
   the	
  problem,	
  
leaders	
  will	
  need	
  to	
  take	
  a	
  contrarian	
  view	
  of	
  meetings	
  and	
  apply	
  a	
  few	
  
basic	
  guidelines.	
  
	
  

The	
  first	
  step	
  in	
  transforming	
  meetings	
  is	
  to	
  understand	
  why	
  they	
  are	
  so	
  
bad.	
  There	
  are	
   two	
  basic	
  problems.	
  First,	
  meetings	
   lack	
  drama.	
  Which	
  
means	
   they	
   are	
   boring.	
   Second,	
   most	
   meetings	
   lack	
   context	
   and	
  
purpose.	
  They	
  are	
  a	
  confusing	
  mix	
  of	
  administrivia,	
  tactics,	
  strategy	
  and	
  
review,	
   all	
   of	
   which	
   creates	
   unfocused,	
   meandering	
   and	
   seemingly	
  
endless	
  conferences,	
  with	
  little	
  resolution	
  or	
  clarity.	
  
	
  

Drama	
  
The	
  key	
   to	
  making	
  meetings	
  more	
  engaging	
   -­‐	
   and	
   less	
  boring	
   -­‐	
   lies	
   in	
  
identifying	
  and	
  nurturing	
  the	
  natural	
   level	
  of	
  conflict	
  that	
  should	
  exist.	
  
One	
  of	
  the	
  best	
  places	
  to	
  learn	
  how	
  to	
  do	
  this	
  is	
  Hollywood.	
  
	
  

Directors	
  and	
  screenwriters	
  learned	
  long	
  ago	
  that	
  movies	
  need	
  conflict	
  
to	
   hold	
   the	
   interests	
   of	
   their	
   audiences.	
   Viewers	
   need	
   to	
   believe	
   that	
  
there	
  are	
  high	
  stakes	
  on	
  the	
  line,	
  and	
  they	
  need	
  to	
  feel	
  the	
  tension	
  that	
  
the	
   characters	
   feel.	
  What	
   is	
  more,	
   they	
   realized	
   if	
   they	
   didn't	
   nurture	
  
that	
  conflict	
   -­‐	
  or	
  drama	
  -­‐	
   in	
   the	
   first	
  10	
  minutes	
  of	
  a	
  movie,	
  audiences	
  
would	
  lose	
  interest	
  and	
  disengage.	
  
	
  

Leaders	
  of	
  meetings	
  need	
  to	
  do	
  the	
  same	
  by	
  putting	
  the	
  right	
   issues	
  -­‐	
  
often	
   the	
   most	
   controversial	
   ones	
   -­‐	
   on	
   the	
   table	
   at	
   the	
   beginning	
   of	
  
their	
   meetings.	
   By	
   demanding	
   that	
   their	
   people	
   wrestle	
   with	
   those	
  
issues	
   until	
   resolution	
   has	
   been	
   achieved,	
   they	
   can	
   create	
   genuine,	
  
compelling	
  drama,	
  and	
  prevent	
  their	
  audiences	
  from	
  checking	
  out.	
  
	
  

Context	
  and	
  Purpose	
  
Unfortunately,	
  no	
  amount	
  of	
  drama	
  will	
  matter	
   if	
   leaders	
  don't	
   create	
  
the	
  right	
  context	
  for	
  their	
  meetings	
  and	
  make	
  it	
  clear	
  to	
  team	
  members	
  
why	
   the	
   meeting	
   is	
   taking	
   place,	
   and	
   what	
   is	
   expected	
   of	
   them.	
   To	
  
create	
   context,	
   leaders	
   must	
   differentiate	
   between	
   different	
   types	
   of	
  
meetings.	
  Too	
  often,	
  however,	
  they	
  throw	
  every	
  possible	
  conversation	
  
into	
   one	
   long	
   staff	
   meeting.	
   This	
   creates	
   confusion	
   and	
   frustration	
  
among	
   team	
  members	
   who	
   struggle	
   to	
   shift	
   back	
   and	
   forth	
   between	
  
tactical	
  and	
  strategic	
  conversations,	
  with	
  little	
  or	
  no	
  resolution	
  of	
  issues.	
  
	
  

But	
   be	
   warned,	
   by	
   creating	
   context,	
   leaders	
   might	
   just	
   have	
   to	
   have	
  
more	
  meetings.	
  That's	
  right.	
  More	
  meetings.	
  Not	
  necessarily	
  more	
  time	
  
in	
   meetings;	
   but	
   more	
   different	
   types	
   of	
   meetings	
   for	
   sure.	
   In	
   fact,	
  
teams	
  should	
  ideally	
  be	
  having	
  four	
  distinct	
  meetings	
  on	
  a	
  regular	
  basis.	
  
These	
   include	
   the	
   Daily	
   Check-­‐in,	
   the	
   Weekly	
   Tactical,	
   the	
   Monthly	
  
Strategic	
  and	
  the	
  Quarterly	
  Off-­‐site	
  Review.	
  
The	
  Daily	
  Check-­‐in	
  is	
  a	
  schedule-­‐oriented,	
  administrative	
  meeting	
  that	
  
should	
   last	
  no	
  more	
   than	
   five	
  or	
   10	
  minutes.	
  The	
  purpose	
   is	
   simply	
   to	
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Connecting	
  to	
  Confront	
  
	
  

Our	
  ability	
  to	
  communicate	
  openly,	
  with	
  candor	
  and	
  caring,	
  determines	
  the	
  
quality	
   of	
   the	
   connectivity	
   between	
   us	
   as	
   individuals,	
   teams,	
   or	
   larger	
  
organizational	
   units.	
   While	
   we	
   do	
   not	
   always	
   talk	
   about	
   our	
   fears	
   of	
  
speaking	
   up	
   candidly,	
   we	
   feel	
   it.	
   Knowing	
   where	
   we	
   stand	
   is	
   vital	
   to	
   our	
  
success,	
   and	
   when	
   we	
   feel	
   we	
   are	
   on	
   the	
   outs,	
   it	
   negatively	
   impacts	
   our	
  
performance.	
  We	
  start	
  acting	
  strangely-­‐we	
  protect,	
  we	
  hide,	
  we	
  defend-­‐all	
  
because	
  we	
  feel	
  we	
  are	
  being	
  rejected.	
  	
  
	
  	
  	
  	
  	
  	
  
Creating	
  the	
  space	
  for	
  open	
  and	
  non-­‐judgmental	
  conversations	
  is	
  a	
  WE-­‐centric	
  
skill.	
   As	
   we	
   have	
   conversations	
   and	
   listen,	
   we	
   are	
   able	
   to	
   sort	
   out	
   what	
  
affects	
  our	
  personal	
   future	
  and	
  what	
  does	
  not.	
  The	
  amygdala	
   in	
  our	
  brain	
  
senses	
  threats	
  and	
  tries	
  to	
  prevent	
  them	
  from	
  harming	
  us.	
  It	
  senses	
  where	
  
we	
  are	
  in	
  the	
  pecking	
  order,	
  who	
  is	
  bigger,	
  who	
  is	
  more	
  powerful,	
  and	
  who	
  
is	
  a	
  friend	
  or	
  foe.	
  
	
  	
  	
  	
  	
  
Even	
  thinking	
  of	
   the	
  word	
  "confrontation"	
  causes	
  our	
  blood	
  to	
  boil,	
  or	
  our	
  
fears	
  to	
  rise.	
  	
  
When	
  we	
   think	
  of	
  a	
   "confrontation"	
  or	
  of	
  having	
  a	
   "difficult	
   conversation"	
  
with	
  an	
  associate,	
  it	
  takes	
  many	
  of	
  us	
  to	
  the	
  edge	
  of	
  our	
  comfort	
  zone,	
  and	
  
we	
  will	
  do	
  everything	
  imaginable	
  to	
  avoid	
  it.	
  	
  
	
  	
  
Having	
  a	
  difficult	
  conversation	
  scares	
  many	
  of	
  us	
   into	
  thinking	
  we	
  will	
   lose	
  a	
  
friendship,	
  and	
  so	
  we	
  avoid	
  confronting	
  the	
  truth.	
  When	
  we	
  feel	
  frustrated	
  or	
  
angry	
   with	
   someone	
   who	
   has	
   stood	
   in	
   the	
   way	
   of	
   our	
   success	
   or	
  
undermined	
  us	
  and	
  caused	
  us	
  to	
   lose	
  face-­‐at	
   least	
   from	
  our	
  point	
  of	
  view-­‐
we	
  get	
   so	
   upset	
  we	
   just	
   can't	
   find	
   the	
  words	
   to	
   express	
   ourselves.	
  Worse	
  
than	
   that,	
   we	
   hold	
   all	
   our	
   feelings	
   inside	
   until	
   we	
   boil	
   up	
   and	
   over	
   with	
  
frustration,	
  and	
  then	
  we	
  blast	
  that	
  person.	
  	
  	
  	
  	
  

	
  Confronting	
   others	
   honestly	
   requires	
   that	
   we	
   all	
   share	
  mutually	
   in	
   building	
  
relationships,	
   with	
   all	
   parties	
   feeling	
   the	
   power	
   of	
   the	
   exchange;	
   these	
   are	
  
power-­‐with	
  relationships.	
  When	
  we	
  feel	
  others	
  want	
  to	
  own	
  us	
  or	
  take	
  our	
  
power	
   away-­‐a	
   power-­‐over	
   relationship-­‐we	
   fear	
   harm	
   and	
   cannot	
   open	
  
up	
   with	
   honesty.	
   If	
   we	
   think	
   of	
   our	
   conversations	
   as	
   a	
   power-­‐over	
  
experience,	
  it's	
  impossible	
  to	
  be	
  comfortable	
  confronting	
  others	
  honestly.	
  	
  

Additionally,	
   when	
   confronting	
   another	
   person	
   brings	
   up	
   potentially	
  
volatile	
  emotions,	
  we	
  move	
  with	
  caution	
  and	
  keep	
  our	
  real	
  feelings	
  close	
  to	
  
our	
  chest.	
   In	
  the	
  most	
  extreme	
  cases,	
  when	
   in	
  the	
  midst	
  of	
  situations	
  that	
  
stir	
   up	
  highly	
   charged	
  emotional	
   content,	
  most	
   of	
   the	
   tension	
   and	
  drama	
  
are	
  actually	
  taking	
  place	
  in	
  our	
  own	
  minds.	
  We	
  make	
  up	
  our	
  "story",	
  and	
  this	
  
is	
  how	
  we	
  see	
  the	
  world.	
  It	
  is	
  our	
  own	
  personal	
  drama	
  of	
  the	
  confrontation,	
  
and	
  our	
  interpretation	
  of	
  our	
  experience.	
  Much	
  of	
  our	
  frustration	
  is	
  coming	
  
from	
  the	
  words	
  we	
  use	
  to	
  tell	
  this	
  story	
  to	
  ourselves	
  and	
  to	
  others.	
  	
  	
  

♦ How	
   do	
   we	
   communicate	
   with	
   each	
   other	
   when	
   we	
   feel	
   we	
   are	
  
being	
  excluded?	
  

♦ How	
   do	
   we	
   deal	
   with	
   others	
   in	
   a	
   way	
   that	
   builds	
   relationships	
  
rather	
  than	
  erodes	
  them?	
  

♦ How	
  do	
  we	
  masterfully	
  keep	
  ourselves	
  in	
  a	
  state	
  of	
  openness,	
  with	
  
our	
  assumptions	
  and	
  inferences	
  in	
  check?	
  

	
  
	
  

5	
  Tips	
  for	
  Better	
  Meetings	
  	
  -­‐	
  	
  By:	
  Patrick	
  Lencioni	
  from:	
  Death	
  by	
  Meeting	
  

Connecting	
  to	
  Confront	
  –	
  By:	
  Judith	
  E.	
  Glaser	
  

	
  
5	
  Tips	
  for	
  Better	
  Meetings	
  

	
  
Patrick	
   Leniconi,	
   author	
   of	
   the	
   best-­‐selling	
   book	
   Death	
   by	
  
Meeting	
   offers	
   insights	
   on	
   how	
   to	
   make	
   meetings	
   more	
  
productive	
  and	
  less	
  painful.	
  	
  
	
  
1.	
   Know	
   the	
   purpose	
   of	
   your	
   meeting.	
   Is	
   it	
   about	
   solving	
   a	
  
tactical,	
   short-­‐term	
   problem,	
   or	
   a	
   critical	
   strategic	
   issue?	
   Are	
  
participants	
  meant	
   to	
  brainstorm,	
  debate,	
  offer	
  alternatives,	
  or	
  
just	
   sit	
   and	
   listen?	
   Don't	
   let	
   your	
   meeting	
   devolve	
   into	
   a	
  
combination	
  of	
  all	
  of	
  these,	
  leaving	
  people	
  confused	
  about	
  what	
  	
  
is	
  going	
  on	
  and	
  what	
  is	
  expected	
  of	
  them?	
  	
  
	
  
2.	
  Clarify	
  what	
  is	
  at	
  stake.	
  Do	
  participants	
  understand	
  the	
  price	
  
of	
  having	
  a	
  bad	
  meeting?	
  Do	
  they	
  know	
  what	
  could	
  go	
  wrong	
  if	
  
bad	
  decisions	
  are	
  made?	
  If	
  not,	
  why	
  should	
  they	
  care?	
  	
  
	
  
3.	
   Hook	
   them	
   from	
   the	
   outset.	
   Have	
   you	
   thought	
   about	
   the	
  
first	
   10	
  minutes	
   of	
   your	
  meeting	
   and	
   how	
   you're	
   going	
   to	
   get	
  
people	
   engaged?	
   If	
   you	
   don't	
   tee	
   up	
   your	
   topic	
   and	
   dramatize	
  
why	
  it	
  matters,	
  you	
  might	
  as	
  well	
  invite	
  participants	
  to	
  checkout.	
  	
  
	
  
4.	
  Set	
  aside	
  enough	
  time.	
  Are	
  you	
  going	
  to	
  be	
  tempted	
  to	
  end	
  
the	
  meeting	
   before	
   resolution	
   has	
   been	
   achieved?	
   Contrary	
   to	
  
popular	
  wisdom,	
  the	
  mark	
  of	
  a	
  great	
  meeting	
  is	
  not	
  how	
  short	
  it	
  
is,	
   or	
  whether	
   it	
   ends	
  on	
   time.	
  The	
  key	
   is	
  whether	
   it	
   ends	
  with	
  
clarity	
  and	
  commitment	
  from	
  participants.	
  	
  
	
  
5.	
   Provoke	
   conflict.	
   Are	
   your	
   people	
   uncomfortable	
   during	
  
meetings	
   and	
   tired	
   at	
   the	
   end?	
   If	
   not,	
   they're	
   probably	
   not	
  
mixing	
   it	
   up	
   enough	
   and	
   getting	
   to	
   the	
   bottom	
   of	
   important	
  
issues.	
   Conflict	
   shouldn't	
   be	
   personal,	
   but	
   it	
   should	
   be	
  
ideologically	
   emotional.	
   Seek	
   out	
   opposing	
   views	
   and	
   ensure	
  
that	
  they	
  are	
  completely	
  aired.	
  	
  
These	
   five	
   tips	
   alone	
   can	
   improve	
   the	
   quality	
   of	
   our	
  meetings,	
  
both	
   in	
   terms	
   of	
   the	
   experience	
   itself	
   as	
   well	
   as	
   the	
   outcome.	
  
And	
   considering	
   the	
   almost	
   universal	
   lethargy	
   and	
   disdain	
   for	
  
meetings,	
   they	
  can	
  transform	
  what	
   is	
  now	
  considered	
  a	
  painful	
  
problem	
  into	
  a	
  competitive	
  advantage.	
  	
  
	
  
	
  
	
  
	
  
	
  
	
  
	
  
	
  
	
  



	
  

	
   4	
  

Servant Leadership Focus Viox	
  Newsletter	
  –	
  July	
  2014	
  

	
  
Seek	
  and	
  grant	
  forgiveness	
  

•It	
  is	
  the	
  best	
  thing	
  for	
  you	
  (Don’t	
  send	
  “mixed	
  messages	
  
to	
  the	
  receiver	
  –transparency	
  &	
  vulnerability.)	
  
•You	
   should	
   forgive	
   because	
   you	
   “free	
   up”	
   other	
   person	
  
to	
  seek	
  reconciliation	
  
•Learn	
   to	
   ask	
   forgiveness	
   because	
   we	
   are	
   blessed	
   and	
  
forgiven	
  in	
  so	
  many	
  areas	
  of	
  our	
  lives.	
  (Positive	
  energy)	
  

	
  
	
  
A	
  L.E.A.R.N.S.	
  Model	
  Tool	
  for	
  having	
  difficult	
  conversations	
  is	
  the	
  
“I	
   Message	
   Format.”	
   The	
   I	
   Message	
   Format	
   gives	
   an	
   outlined	
  
framework	
  to	
  deliver	
  difficult	
  messages	
  with	
  care	
  and	
  candor.	
  The	
  
tool	
  starts	
  with	
  a	
  statement	
  of	
  care	
  and	
  value	
  (I	
  care).	
  Remember	
  
be	
   transparent	
   and	
   genuine	
   in	
   order	
   to	
   connect.	
   (Relationship	
  
before	
   task.)	
   Secondly,	
   a	
   statement	
   of	
   what	
   you	
   see	
   (I	
   see).	
   Be	
  
concise	
   and	
   focus	
   on	
   the	
   “core”	
   heartfelt	
   issue.	
   Thirdly,	
  
communicate	
   how	
   “this”	
   made	
   you	
   feel,	
   express	
   the	
   emotion.	
  
Fourthly,	
   communicate	
   what	
   you	
   “need”	
   from	
   them	
   in	
   order	
   to	
  
address	
   the	
   issue	
   at	
   hand.	
   Lastly,	
   your	
   commitment	
   to	
   them	
   (I	
  
will)	
  for	
  how	
  you	
  will	
  react	
  in	
  the	
  future.	
  Below	
  is	
  a	
  sample	
  of	
  the	
  I	
  
Message	
  format:	
  
	
  

“	
  I	
  Message	
  Format”	
  
A	
  tool	
  for	
  effective	
  Communication	
  

	
  
I	
  Care:	
  	
  Mary,	
  I	
  value	
  you	
  as	
  a	
  colleague.	
  .	
  .	
  
I	
  See:	
  I	
  see	
  you	
  didn’t	
  finish	
  the	
  report	
  on	
  time.	
  .	
  .	
  
I	
   Feel:	
   I	
   feel	
   frustrated	
   because	
   you	
   didn’t	
   communicate	
   you	
  
weren’t	
  going	
  to	
  make	
  the	
  deadline.	
  .	
  .	
  
I	
   Need:	
   I	
   need	
  you	
   to	
   communicate	
   “good	
  and	
  bad”	
  news	
   to	
  me	
  
before	
  deadlines.	
  .	
  .	
  
I	
  Will:	
  I	
  will	
  not	
  overreact	
  or	
  make	
  you	
  feel	
  incompetent	
  when	
  you	
  
are	
  having	
  difficulty	
  making	
  a	
  deadline	
  .	
  .	
  .	
  
	
  
	
  

	
  
	
  

	
  

	
  
	
  

The	
  L.E.A.R.N.S.	
  Model	
  for	
  Having	
  Difficult	
  Conversations	
  

By:	
  Michael	
  J.	
  Stabile	
  

	
  
	
  During	
   our	
   recent	
   training	
   session,	
   we	
   introduced	
   the	
  
L.E.A.R.N.S.	
   Model	
   for	
   Having	
   Difficult	
   Conversations.	
   This	
   is	
   a	
  
helpful	
   tool	
   that	
   can	
   give	
   us	
   a	
   framework	
   for	
   engaging	
   in	
  
conversations	
   and	
   meeting	
   with	
   open	
   care	
   and	
   candor.	
   The	
  
model	
  provides	
  focus	
  and	
  reminders	
  for	
  how	
  servant	
  leaders	
  can	
  
be	
  more	
  conversationally	
  intelligent.	
  
	
  

	
  
	
  
Learn	
  to	
  embrace	
  &	
  resolve	
  conflict	
  

•How	
  was	
  conflict	
  handled	
  in	
  your	
  life	
  growing	
  up?	
  	
  
•Do	
   you	
   have	
   one	
   of	
   the	
   5	
   Internal	
   Mindsets	
   that	
   may	
  
hinder	
   you?	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
   	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
(1.	
  Negate	
  or	
  Minimize,	
  2.Covering	
  for	
  others,	
  3.	
  “I”	
  failed,	
  
4.	
  Misunderstood	
  Loyalty,	
  and	
  5.	
  Codependent	
  mapping)	
  	
  	
  	
  	
  	
  
•Did	
  you	
  deal	
  with	
  conflict	
  in	
  a	
  healthy	
  way?	
  
•Tendency	
  to	
  react	
  “fight,	
  flight,	
  or	
  freeze”	
  
•Commit	
  to	
  resolve	
  conflict	
  as	
  a	
  “way	
  of	
  life”	
  

	
  
	
  Embrace	
  understanding,	
  not	
  victory!	
  

•Learn	
  to	
  listen!	
  Listen	
  to	
  Connect	
  not	
  Reject!	
  	
  	
  
•Don’t	
  attack,	
  ask	
  questions?	
  Level	
  III	
  
•Try	
   to	
   understand	
   the	
   other	
   person’s	
   perspective.	
  	
  	
  
Relationship	
  Before	
  Task	
  	
  	
  

	
  
Assume	
  the	
  best!	
  	
  Stay	
  Above	
  the	
  Line!	
  

•Don’t	
  jump	
  to	
  wrong	
  conclusions.	
  
•Don’t	
  overreact	
  	
  (Focus:	
  5	
  min.	
  reboot!)	
  
•Get	
  and	
  give	
  accurate	
  information	
  

	
  
Respect	
  the	
  person,	
  attack	
  the	
  problem	
  

•Don’t	
   attack	
   the	
   person’s	
   character	
   (Relation	
   before	
  
Task)	
  
•Separate	
   the	
   problem	
   or	
   issue	
   from	
   the	
   person	
   (Prime	
  
the	
  Conversation)	
  
•The	
   key	
   is	
   our	
   language:	
   Is	
   it	
   TRUE,	
   is	
   it	
   KIND,	
   is	
   it	
  
NECESSARY	
  (Positive	
  Energy)	
  	
  
•Treat	
  people	
  with	
  dignity	
  (Appreciation	
  &	
  Value)	
  

	
  
Never	
  purposely	
  broaden	
  the	
  circle	
  of	
  conflict	
  

•Don’t	
   go	
   behind	
   a	
   person’s	
   back	
   or	
   gossip	
   about	
   them.	
  
(Engage	
  in	
  direct,	
  open,	
  honest,	
  caring	
  truth-­‐telling.)	
  
•Don’t	
   embarrass	
   people	
   in	
   public	
   (26	
   hour	
   shelf	
   life	
   of	
  
cortisol.)	
  
•Address	
   the	
   conflict	
   directly	
   &	
   privately	
   first	
   with	
   the	
  
individual	
  
•No	
  response,	
  bring	
  two	
  or	
  more	
  people	
  for	
  clarification	
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Coaching	
  reminders:	
  

Mike	
  is	
  available	
  for	
  individual	
  
leadership	
  coaching.	
  	
  

	
  
Call	
  or	
  email	
  for	
  
appointments.	
  

	
  
www.futurenowed.com	
  

mstabile@futurenowed.com	
  
513-­‐460-­‐1015	
  

	
  

“Everything rises or falls with leadership.”   

Cultivating the Viox work Culture 

This	
  publication	
  was	
  produced	
  
by	
  Michael	
  J.	
  Stabile,	
  Ph.D.	
  at	
  

FutureNow,	
  Consulting	
  


