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Purpose 

Effective national committee meetings are essential to carry out the 
policies and programs of  National Sojourners, Inc. 

he National Committee structure is designed to serve, in essence, as the 
“general staff” of National Sojourners, Inc. by executing the various 
administrative and programmatic activities of the order as specified in the 
National Bylaws and National Regulations. The health and welfare of the 

order is directly driven by the effectiveness with which the National Committees 
discharge their duties. In turn, responsibility for the effectiveness of each National 
Committee rests largely with its Chairman. It is clear that the effectiveness of each 
National Committee will be directly proportional to its Chairman’s commitment, 
dedication, leadership, as well as, his ability to productively carry out the business of his 
committee through effective meetings. The purpose of this handbook is to provide 
suggested guidance for improving the effectiveness and productivity of the order’s 
National Committee meetings. 
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Programmatic 

Committees 

The programmatic committees carry out the National President’s 
program consistent with the National Sojourners, Inc. Strategic 
Plan and their regulatory responsibilities. 

he programmatic committees of the order are as specified in the table below: 

 

 

COMMITTEE NR REF PROGRAM(s) 

Americanism 8.2.1 Patriotic/Youth/ROTC Outreach 

Bridge of Light 8.2.2 Masonic Outreach 

Education & Training 8.2.3 Leader Training/Member Orientation 

Fraternal Liaison 8.2.4 “Grand Level” Relations 

Gifts & Bequests 8.2.5 Fund Raising 

Incentives &Awards 8.2.6 Recognition/Program Incentives 

Membership 8.2.7 Membership Development 

Chapter Revitalization & 
Chartering 

8.2.12 Chapter Development & Assistance 
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Tasking:  The incoming National President (NP) shall annually define specific annual 
tasks for each of the programmatic committees consistent with the goals and objective 
of the approved Strategic Plan. Tasks shall be delivered in writing to each Committee 
Chairman at the conclusion of the annual Convention. In the absence of specific 
tasking from the NP, the Committee Chairman shall develop and coordinate his own 
tasking plan with the NP. 
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Committee Chairman 

Responsibilities 

The performance of  the Committee Chairman is key to the success 
of  our committee structure  

he Committee Chairman shall be responsive to the NP and/or his designated 
National Vice President having oversight for using the resources of his 
committee, as appropriate, in accomplishing the NP’s annual program. The 
objective is to make the order’s committees relevant and productive in 

“propelling our order forward”. When possible, emphasis shall be placed on being task 
oriented (what shall be done, when shall it be completed, and who shall be 
responsible). Also, in many cases it is necessary to understand that in order for 
committee’s to be effective and productive they must “work” throughout the year; not 
just during the annual meetings. Specific responsibilities of the Committee Chairman 
are enumerated below. 

Specific responsibilities: The Committee Chairman shall: 

  1 Review this guide and develop/implement a personal plan to 
improve the effectiveness of your assigned National Committee. 

  2 Develop a list of standards/performance expectations for committee 
members and obtain buy-in from all members. 

  3 Review at least annually the effectiveness of each assigned 
Committee Member and counsel those whose performance does not meet the 
standards. 

  4. Execute tasking assigned by the National President and/or develop 
and coordinate with the National President tasking consistent with the National 
Sojourners, Inc. Strategic Plan and the regulatory requirements specified for the 
committee. 
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  5. Prepare and distribute the REPORTS and DOCUMENTATION 
listed below in a timely manner and keep the National President and Line “in the 
loop”. 

  6. Strive to conduct more effective and productive National 
Committee Meetings by employing the guidelines set forth herein. 

Reports and Documentation: The following reports and documentation are 
required. 

  1 Progress Report: Provide the National Line a written (e-mail 
preferred) progress report on Committee activities in general and progress towards 
achieving each assigned task in particular by 15 September, 15 December, and 15 
March annually or as necessary to prevent “surprises” — when in doubt communicate! 

  2 Oral Reports: Provide oral progress reports at the Mid Winter 
Meeting and Annual Convention when requested by the NP. 

  3 Final Report: Provide an annual Committee Report to the National 
Line and National Secretary in accordance with the guidance of the National Secretary. 

  4. Meeting Minutes: Minutes of all national meetings within 10 days 
following the event with copies to all members of the committee, the National 
President and Line. Note that “bullet” style is acceptable and that the use of e-mail is 
encouraged. 
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How to conduct an 

effective meeting 

Conducting effective meetings requires careful preparation, 
execution, and follow-up plus practice and hard work. 

Prior planning is paramount and the essential first step of conducting an effective 

meeting. An effective meeting is defined as one which advances the objects of our 
order by using the resources of all committee members; results in substantive progress; 
is task (what, when and who) oriented; and continuously builds on its previous work 
and accomplishments. Committee Chairman are encouraged to use the information 
below to fine tune their meeting management skills. Improved skills coupled with 
practice and hard work will enhance the effectiveness (quality and quantity) of your 
committee efforts. 

 STEPS: Follow the following STEPS to insure an effective and productive 
meeting: 

STEP 1: Pre-plan by reviewing the purpose of the assembly, the topics to be covered 
and the information to be gathered and disseminated. 

STEP 2: Write down the specific goal(s) for the meeting.  Establish overriding end 
results for the meeting that are task oriented (what, when and who). 

STEP 3: Write a precise agenda. Detail the important facts, including the order of 
events and discussion and an action plan. A detailed agenda will allow the committee 
members to have all the pertinent information at their fingertips and will keep the 
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communication clear and focused. Be realistic about the timeframe for each item. 
Schedule breaks periodically for longer meetings. 

STEP 4: Distribute the agenda beforehand. Encourage attendees to jot down specific 
questions and to bring supporting material if the agenda triggers something. This step 
permits Committee Members to begin their preparation well before the meeting 
occurs.  Schedule guests which may be required to participate to insure the best use of 
everyone’s time.. 

STEP 5: Welcome the attendees to the meeting and make sure everyone has their 
agenda in front of them. State the purpose of the meeting and the preset ending time. 

STEP 6: Start the discussion immediately after the opening, quickly establishing a 
strong leadership role. Redirect the conversation promptly if it gets off course. Stay on 
track and quickly hit the highlights and address questions. 

STEP 7: Have a separate time keeper keep the meeting on track. If there are three 
main points to discuss in an hour meeting, allot 20 minutes for each subject. Give a 5-
minute warning as the ending time approaches. Wrap up the discussion and make 
notes of actions that need to be taken later. 

STEP 8 Appoint a recorder, note taker or secretary. Take notes on the agenda sheet. 
Write down any objections, additional information needed to be gathered, contact 
information and actions items. 

STEP 9: Summarize the key points and record action items before adjourning the 
meeting. Identify who is responsible for which action. Give everyone action 
assignments, such as managing further discussion, research or data gathered. Break the 
meeting on time and thank everyone for their contributions and attempt to end on a 
positive note. 

STEP 10: Prepare and distribute minutes of the meeting within 10 days following 
conclusion of the meetings. As a minimum, outline key decisions and specific actions 
taken to include what, when and who for each 

Meeting Management Guidelines: The following guidelines provide useful 
techniques managing meetings: 

 1. Start and end meetings on time. Make sure everyone knows what time you 
are to start and to end. If you have an ending time, you will find your time is more 
productive in the time allotted. 

  2.  If an item isn’t on the open agenda, reschedule it for discussion at a later 
time. 

3.  Give each item on the agenda a time limit. If action or discussion cannot be 
completed during the allotted time, it must be delayed until the end of the meeting. 
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After all agenda items have been discussed, address the delayed items and estimate how 
long it will take to discuss them.  

4. Any delayed item should be the first item on the next open agenda. 

Committee Chairman’s Meeting Leader Responsibilities: The following is a list 
of the responsibilities assumed by the meeting leader (usually the Committee 
Chairman): 

1. Have a meeting with yourself first. Plan the meeting in advance. Think about 
what you want to say and what you need to learn. Give yourself a basis upon which to 
measure the success of each encounter as this will help you better prepare for the next.  

2.  Re-review your committees charter (i.e., National Regulation) and assigned 
tasking. 

3. Establish ground rules and reviewing the agenda, making changes when 
appropriate.  

4. Be consistent in meeting habits to insure that all participants no what to 
expect and what is expected of them. 

5. Request that all pagers and cell phones be turned to silent or vibrate. 

6. Maintain focus and keep meeting moving at comfortable pace. 

7. Cover one item at a time. 

8. Summarize discussion and recommendations at the end of each logical 
section. 

9. Make a note of any follow-up actions that can be resolved outside of the 
meeting and move on to next point. 

10. Manage discussion and encourage participation, even explicitly inviting 
everyone to participate. 

11. Use a “parking lot list” for issues or questions that need to be dealt with 
outside of the meeting and review at end of meeting. 

12. Review issues discussed at the meeting and identify each actions step with 
those responsible for the step and the timeframe. 

13. Solicit agenda items for the next meeting. 

14. Set the time and place for next meeting. 
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15. Lead evaluation discussion or collect written evaluations (solicit feedback to 
improve your performance). 

16 .Thank all participants. 

Characteristics if In-effective Meetings:  Committee meetings are usually ineffective 
if they: 

1. Are held without any prior planning on a “wing and a prayer” basis without 
a written agenda distributed in advance 

2. Are conducted in a “go around the room and everyone say something” 
format with no final results or conclusions. Telling “war stories” does not usally 
advance our objects. 

3. Produce no actions (what, when and who) results. 

4. Produce no meaningful results (i.e., no completed actions) to include a 
written record (i.e., minutes) of progress. 
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Resources 

Use the following resources to enhance your knowledge and improve 
your meeting management skills. 

It is highly recommended that all Committee Chairman review the 

following resource materials. 

1. Chapter 10: Running an Effective Meeting, © Grand Lodge of New 
York Individual Development Course (IDC, 2007) [Enclosure 1]. 

  2.  Making Meetings Happen: A Simple and Effective Guide to 
Implementing Successful Meetings (Paperback) by Robert Burns (Available through 
AMAZON). 
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Acknowledgement 

National Sojourners, Inc.  gratefully acknowledges the the use of 

Chapter 10: Running an Effective Meeting, © Grand Lodge of New York Individual 
Development Course (IDC, 2007) as authorized in the correspondence below. 

------------------------------------------------------------------------------- 

From: Harry Sanders [mailto:hes@suddenlink.net]  
Sent: Thursday, October 09, 2008 8:39 PM 
To: 'idc_muny@nymasons.org' 
Subject: Request 
 
Dear Brother Hammel, 
 
I became aware of your Grand Lodge Individual Development Course at the Conference of Grand 
Masters this past February where I  had the privilege of attending the break out session and  obtaining a 
copy of the Facilitator’s Guide Book. 
 
My interest was in assessing the course for possible application in the training of our National Sojourners 
leadership. Given the geographic dispersion of our order and the fact that we only meet briefly twice at 
year, it would be impractical for us to arrange for presentation of the course in any logical manner. That 
said, I am interested in determining if permission could be granted for National Sojourners, Inc. to use 
(with proper acknowledgement) potions of Chapter 10 – Running an Effective Meeting in a guide we are 
preparing for our National Committee Chairman. Our goal is to provide them information that will help 
them improve their committee meeting management skills --- and some of the material in the cited section 
would be very appropriate for that purpose. 
 
Thank you in advance for your consideration of my request. 
 
Fraternally, 
 
Harry Sanders, Lt. Col., USAF, Ret. 
National First Vice President 
National Sojourners, Inc. 
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From: Steve King [mailto:steveking1@mac.com]  
Sent: Monday, November 10, 2008 12:50 PM 
To: Harry Sanders 
Subject: IDC Chapter 10 
 
Bro. Harry, 
 
Sorry, my own copy of the PDF was on my previous computer.   I've got   
it now in full  I've attached Chapter 10 of our Individual Development Course, which you wanted to use for 
your own organization.  We're happy to loan you the text.  Let me know if there are any other sections 
you'd find useful.  I can't send out the whole thing, but we'd like it to benefit the Fraternity.  The only thing I 
ask is that the following notation be included when you make copies and reformat it to suit your own 
needs: 
 
"These materials are extracted from the Individual Development Course (IDC, 2007), courtesy of the 
Grand Lodge of Free and Accepted Masons of the State of New York, the Most Worshipful Edward G. 
Gilbert, Grand Master." 
 
I hope you find the materials useful. 
 
Steve 
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                           ENCLOSURE 

Chapter 10: Running an Effective Meeting, © Grand 
Lodge of New York Individual Development Course 

(IDC, 2007) — 18 pages. 



Chapter Ten: Running an Effective Meeting 
 

Have you ever walked out of a meeting wondering if anything was accomplished? 

Was it a meeting for the sake of having a meeting, without a purpose or a program? Do 

you consider the last meeting that you attended to be a valuable experience or two hours 

of your life that you will never get back? In this module, we will address how to run an 

effective meeting, important techniques for mediation and negotiation, and finally how to 

effectively facilitate group discussions. This last part is especially important as you and 

your fellow Participants will begin facilitating the various discussions that take part at our 

face to face Sessions from now on! 

 While meetings are wonderful tools for generating ideas, expanding on thoughts 

and managing group activity, this face-to-face contact with team members and colleagues 

can easily fail without adequate preparation and leadership.  Consider these five 

preparation points:  

1. Have a Purpose 

2. Plan the Meeting 

3. Have a Specific Agenda 

4. Facilitate from the Agenda 

5. Involve Everyone. 

 

Preparation is Always the First Step 

 Preparation begins with the creation of an agenda with detailed notes. In these 

notes, outline the goal and proposed structure of the meeting, and share this with your 

selected Participants. This will allow all involved to prepare and to come to the meeting 

ready to work together to meet the goals at hand.  

 Once you clarify the purpose and agenda of the meeting, consider if a face to face 

group meeting is the most efficient and effective way to handle the material.  Sometimes 

other forms of discussion would serve as well or better.  Consider carefully if this 

meeting is really a necessary expenditure of resources, or merely a costly tradition. 

Do you remember the questions that you used to prepared for your public 

speaking exercises? The next step is to actually plan the meeting begins the same way, by 

asking the following questions: 

Who? Choosing the right Participants is key to the success of any meeting. Make 

sure all Participants can contribute and choose good decision-makers and 

problem-solvers. Try to keep the number of Participants to a maximum of 12, 

preferably fewer. Make sure the people with the necessary information for the 

items listed in the meeting agenda are the ones that are invited. 

What? The „what‟ should have been determined before the meeting is even set. 

When? The timing of a meeting will generally be dictated by the urgency of the 

issues being discussed. 



Where? The determination of where will depend on the number of people 

involved, convenience, and the resources needed such audio equipment and visual 

aids. 

Why? If you do not have a solid reason for meeting by now, this is the time to 

consider delaying or canceling it. Why meet for the sake of meeting? If you must 

meet regardless, then prepare an agenda that will add value to your Participants 

and make good use of your time. 



The Agenda  

Like a good Boy Scout, „Be Prepared‟. It‟s important to work from a published 

agenda, distributed to Participants in advance so that they too can arrive prepared. The 

tricky part is usually sticking to the agenda and moving through it at a pace that will let 

you finish on time and accomplish all you set out to do. Work to keep the meeting at a 

comfortable pace, not moving too fast or too slow. As time dwindles for each item on the 

distributed agenda, you may find it useful to stop the discussion, then quickly summarize 

the debate on that agenda item and move on the next item on the agenda. 

 Summarize the discussion and the recommendations at the end of each logical 

section. When an agenda item is resolved or action is agreed upon, make it clear who in 

the meeting will be responsible for this. In an effort to bypass confusion and 

misunderstandings, summarize the action to be taken and include this in the meeting‟s 

minutes 

 Circulate minutes to all Participants. Minutes record the decisions of the meeting 

and the actions agreed. They provide a record of the meeting and, importantly, they 

provide a review document for use at the next meeting so that progress can be measured. 

This makes them a useful disciplining technique as individuals' performance and non-

performance of agreed actions is given high visibility 

Running the Meeting 

Meetings will generally flow smoother if you follow these tips for leading a 

meeting: 

Start on time. We cannot emphasize the importance of beginning on time. It goes 

a long way to establishing your reliability and shows that your are both courteous 

and respectful of the time and commitment of your Participants. If someone is 

running late, consider skipping to an agenda point that may not involve them 

directly.  If you establish a reputation for beginning on time, your attendees will 

make an effort to be there when you begin. 

Maintain order and stick to the agenda.  If the meeting structure is formal, the 

Leader should be familiar with the standard rules of order. It is important, 

however, not to let points of order carry more weight than your agenda!  

Be prepared for difficult people.  As discussed in Session Two, being prepared, 

courteous, and firm will go a long way here, but experience, either real or role-

played, will also keep you prepared. If you find yourself getting frustrated with a 

particular individual, don‟t lose your temper! Call a brief recess while you 

consider an appropriate coping strategy. 

Encourage participation and seek input from everyone present.  If you don‟t 

want others‟ input, don‟t call a meeting.  Be sure to elicit input from all present. If 

they are not contributing, have them restate what was discussed and their own 

roles and assignments in their own words. 

Guide the meeting and maintain focus. Bring wayward discussions back to the 

agenda. It‟s better to keep on topic and finish early than tell war stories and fail to 

get through your agenda in the time allotted. 



Mediate impasses. When conflicts or roadblocks emerge, back up, mediate if 

possible, or failing all else, agree to disagree for now. We‟re going to review 

some mediation and negotiation strategies in the next section. 

Close the discussion once goal is achieved and end your meeting on time. Do 

not schedule meetings that end „whenever‟. Set a start time and finish time so that 

Participants will be encouraged to stick to the agenda. Once an agenda item is 

closed, let it rest, do not return to it again and again. Limit free form discussion 

unless brainstorming and other such activity is one of your stated purposes for the 

meeting. Finally, remember that ending on time will encourage your Participants 

to be more attentive in the future. 

Mediation 

Mediation is facilitated communications for agreement or facilitated negotiation. 

Central to mediation is the concept of "informed consent." So long as Participants 

understand the nature of a contemplated mediation process and effectively consent to 

participate in the described process, virtually any mediation process is possible and 

appropriate.  

 What are the benefits of Mediation? People in disputes who are considering using 

mediation as a way to resolve their differences often want to know what the process 

offers. Mediation generally produces or promotes: 

 Mediation generally produces  mutually satisfactory outcomes 

 Mediation generally results in high rates of compliance 

 Mediation offers personal empowerment to parties 

 Mediation allows for greater control of the outcome 

 Mediation usually produces workable and easily implemented decisions 

 Mediation often allows for the preservation of ongoing relationships 

 Mediation results in rapid settlements 

Some of the common results of mediation include: 

 Economical decisions that are comprehensive and customized . 

 Agreements that allow for greater degrees of control and predictability of 

Outcome. In many cases, mediated agreements allow for the preservation of 

ongoing business and personal relationships.  

 Termination of a relationship in a more amicable way. Even when a relationship 

cannot be preserved, mediation results in a higher level of satisfaction for all 

parties involved.  

 Compromises or Win/Lose outcomes. Mediation is about compromise and when 

two parties are involved, everyone can‟t always get everything they want. 

Sometimes the result of a compromise is still quite satisfactory and sometimes 

there is a clear winner and loser. 

Conflict Happens 



Conflict is an essential part of the team process.  A team consisting of a troop 

of identical clones is unnecessary.  One of the strengths of a team is a diversity of 

ideas and perspectives.  When handled effectively, conflict contributes to the group 

process.  Leaders need to be prepared for these inevitable conflicts. To guide and 

handle conflict in your team, consider the following: 

Describe the issue to the group, make sure everyone understands it clearly, 

and keep the focus on the issue and not the people or personalities. 

Assess and express the actual impact on results. A well trained team knows 

where it is heading and constructive debate should be encouraged. 

Invite an open exchange of reactions and ideas.  Openness is critical, 

hidden or suppressed ideas will either resurface or become resentment down 

the line. 

Ask for suggestions from team members how to proceed. A little 

brainstorming, no matter how wild the suggestions, can go far to keep morale 

high when discussing a pressing issue. 

Gain agreement on your next steps. Input should come from the team, and 

not just the Leader. Make sure everyone is clear on the agreed upon course of 

action and who has what responsibilities then make sure it is documented in 

the minutes. 



Some Key Negotiating Skills  

Often times we find ourselves faced with situations where our negotiating skills 

may be put to the test. Some basic knowledge of Negotiating Skills will prove useful. 

Focus on interests, not positions. Positions may be thought of as one 

dimensional points in a space of infinite possible solutions. Positions are symbolic 

representations of a Participant's underlying interests. To find out interests, you 

may ask questions like: "What is motivating you here?" "What are you trying to 

satisfy" or "What would you like to accomplish?" You may also ask: "If you had 

what you are asking for (your position), what would that experientially get you? 

What interests would that satisfy?"  

Always seek a position that allows both parties involved to “win.”  To do this, 

you must have a sound understanding of what each party needs to gain from the 

negotiation, and what secondary factors would be considered favorable to each 

party. When these factors are identified, a solution often presents itself that will 

allow both parties to feel that they have “won.” 

Be sure the decision makers are „at the table‟. Negotiations between 

intermediaries who have to run back and forth to the principles will not only drag 

out negotiations, but make them almost impossible. Get the principle involved 

parties to the table. 

Agree to go for win-win or no deal. Nobody wants to put their best efforts into 

negotiating a decision they may feel that they have already compromised on. 

Seek to understand what is important to each party in the negotiation. Strive 

to understand their primary and secondary motivations and expectations. Try to 

differentiate between what they say and what they actually mean. 

Define the common ground. Parties working from shared interests and 

experiences will be more sympathetic toward the others‟ needs and will work 

more harmoniously toward a mutually satisfying resolution. 

Identify the unresolved issues and prioritize them for each party. Determine 

which must be part of any agreement and which can be set aside or worked out 

later. 

Once rapport has been established, tackle the highest priorities first. Consider 

these big issues the Big Rocks that must be fit into your framework of 

compromise before adding the Smaller Rocks. Never leave a major negotiating 

point undressed until last.  

Use secondary items to trade off against core issues. Sometimes two of three 

smaller concessions may facilitate a bigger concession on the other party‟s part. 

Always set a positive tone and make every effort to manage emotions at the 

table.  

 It is important to recognize negative or manipulative negotiation strategies and 

know how to counter them. These may include such tactics as unreasonably high opening 

demands, threats, tension and pressure. Other negative tactics include stretching the facts, 

sticking to positions, being tight lipped, and a strong desire to outdo or outmaneuver the 

other side just for sport. Some simply expect a clear victory with no intention of 

compromising making your efforts to negotiate impotent from the start.  



 Walking Away is sometimes the best option. It is preferable to win-lose solutions 

which may leave either party resentful. If you must conclude a negotiation from a 

position of weakness, identify your BATNA (Best Alternative to No Agreement). In the 

event that the other party has some negotiating advantage, the answer may be to improve 

the quality of your "best alternative to  no agreement" (your BATNA). For example, if 

you are negotiating for a job and want to make a case for a higher wage, you might 

improve your negotiating power by having another job offer available. Another example 

is coming to the sales desk with an alternate bid from another company in your pocket. 



Group Facilitation 

Many of us long to lead better discussions because sitting in a meeting with silent 

or  uninterested Participants is so disheartening. We don't mean to lecture, but it's hard to 

get some people to talk, or at least to talk "well," and it's really easy to keep talking 

ourselves. Or perhaps in our efforts to cover an agenda and keep our meetings tightly 

structured, a good discussion rarely gets underway. We're unhappy; and everyone is 

bored. 

A good discussion serves more than our own self-satisfaction. When people 

consider themselves to be Participants, they learn more even if less is covered, and they 

take pride in what they learn. Discussion causes Participants to become personally 

involved in the agenda and helps them toward important goals. They can develop new 

interests, figure out what they believe, or don't believe, and, in general, gain confidence 

in their abilities.  

Not every meeting will necessarily consist only of people engaged in animated 

self directed conversation. How frequently do we have intense, intellectual hour-long 

conversations with our best friends? We shouldn't be surprised if such conversations are 

harder to achieve in a conference room with twelve co-workers, or that when we do 

achieve them, the topics sometimes drift just as aimlessly as our own conversations may, 

and drift in ways that don't best serve our goals. We ourselves may deliberately absent 

ourselves from a conversation, encouraging Participants to take over and other times may 

take a very central role. 

The Elusive „Good Discussion‟ 

To prepare Participants for general discussion, it's sometimes wise to have 

Participants actually discuss the qualities that make a discussion a good 

discussion. What role do listening and asking questions play in a conversation? 

Can a good discussion occur if Participants only praise each other for fear of 

hurting feelings? What kinds of responses make people feel bad? If you want to 

disagree with someone, can you acknowledge and explore his or her point of view 

before trying to demolish it?  

Good discussions of any kind generally depend on a group's developing a 

comfortable esprit de corps. Here are some suggestions for getting an appropriate 

ambiance established. 

You and your Participants need to know each other's names. For the 

first few meetings, Participants can put name cards in front of their places. 

Consider an icebreaker like the exercise we used at the beginning of 

Session One that not only helped us get to know each other, but also gave 

the Facilitators a chance to assess the basic public speaking skills of the 

class. 

Make sure Participants can see each other. Don't let anyone sit on the 

fringes. If you have a class with several discussion groups, assign 

Participants randomly, for example, have Participants count off to four or 

five for small group work: all ones work together, all twos, etc. Then keep 

this seating arrangement.  



Think about where YOU sit. It's a good idea to vary where you place 

yourself. Rapport can develop most easily with those Participants to whom 

you are physically closest. You can also control disruptive Participants 

more easily by sitting right next to or near them; you can also sit between 

two Participants who whisper or create other disturbances. 

 



Getting the Ball Rolling 

The first few minutes of a discussion can be the most awkward, especially at 

the beginning of the semester. So plan some good first moves:  

Hand out an agenda and give the Participants time to ask you questions.  

Have Participants discuss comments they've made on each other's work since 

the last meeting. 

Check in with each other. This technique is especially valuable when there is a 

week or more gap between meetings or class sessions. Have people say a few 

words about what's been going on in their lives.  

Some Facilitators utilize more subtle ways to get the attention and the 

ambiance of the session established in those first minutes. They may greet 

Participants when they come in or leave a newspaper clipping or magazine 

article on the table that relates to the subject to be discussed, to promote 

conversation. 

 

And in Closing… 

Like a fine essay, a fine discussion should come to a fine ending. Don't let 

Participants end the meeting for you by starting to close their briefcases.  Keep 

track of the time and bring the session to a fitting close at a scheduled time. 

Remember the rule about setting a definitive ending time for all meetings or 

discussions. In general, if Participants observe that you structure discussions 

carefully and capably bring each discussion to an appropriate conclusion, they 

will remain attentive Participants until dismissed. 

 

Encouraging Participation 

Every Facilitator experiences the group in which only two or three 

Participants willingly talk or in which one Participant dominates the conversation; 

or another Participant will not participate. Your group might consist of a dozen 

Participants of whom only one is a man, or a woman, or an African-American. 

It‟s harder when one Participant lacks a shared experience with the others. Here 

are some techniques specifically aimed at eliciting full participation. 

Most Participants prefer that Facilitators insist on participation rather than 

letting one or two Participants dominate while the rest drowse, and most 

do not mind your calling on Participants. They do mind being bored, and 

being silent.  

It's easy to plan questions that automatically include everyone. At the 

beginning of a discussion, ask questions that every Participant can and will 

have to answer, either with an oral yes or no or with a show of hands. 

Include questions which will systematically allow for brief contributions 

from all Participants. A simple and effective review exercise is to have 

every Participant describe one thing he or she has learned from the 

session.  



The Shy Participant 

Some Participants may just be too shy to talk; others can't gear up 

their nerves enough to utter that first word; others simply have quiet 

conversational habits. in a room populated with Participants used to 

barging in on or overlapping another person's last sentence, these 

Participants don't stand a chance. Other Participants may think that 

everyone else in the room is better prepared or smarter than they are and 

so they are afraid to speak up. A few techniques may help to include 

reluctant Participants:  

Wait. It's not wise to get in the habit of calling on the easy talkers 

first. Keep looking around the table and call on someone who is 

making non-verbal signals of readiness. 

When a Participant has spoken, don't automatically be the first 

respondent. Count to ten and see who else may speak up. Remind 

Participants that they can ask someone else to respond to their 

comments. 

Once a discussion gets going, try changing a speaker's opinion into 

a question, which you then ask of the Participants who have not 

been talking. Or ask these non-Participants if they know of 

evidence which supports opinions being offered. 

Pick non-Participants to present prepared assignments first. The 

words are already formulated. Participants who find the course 

difficult can also more easily be drawn into participation on these 

occasions. 

Quiet Participants may sometimes be the best observers and note-

takers. Choose one to act as group recorder of a discussion; he or 

she can read aloud the notes later.  

It‟s sometimes helpful to talk with individual shy Participants 

away from the group about methods for his or her inclusion. 

Emphasize that this is their course too, and you'd like to make sure 

he or she is getting the most out of the experience that he or she 

can 

 

Controlling the Excessive Talker 

Many of the methods we just discussed control the excessive talker 

simply by effectively including other Participants. But here are further 

ideas: 

Talk to the Participant outside of class. Make it clear that, like 

most people, you value the Participant who listens well, who asks 

good questions of other Participants, or who is sensitive to the 

needs of others in the group. 



Silence the excessive talker by putting him or her into the role of 

discussion recorder: he or she must simply observe and record; he 

or she cannot talk until giving the final report. 

If the Participants who dominate a discussion are not elbowing 

others into silence and are making valuable contributions, and if 

you're finding other activities to help the rest of the Participants 

participate each day in some way, relax. You're doing what you 

can; so are your Participants.  

 

Good Questions Make a Good Discussion 

Good discussion sessions are usually the result of good preparation. Have 

you given your Participants suitable material for genuine discussion? Make sure 

Participants are aware of the issue you're focusing on, the problem; make sure that 

inquiry occurs. Get Participants to provide the questions that ought to be 

discussed on a topic and then discuss which questions are most valuable and set 

their priority. It's important to have Participants learn how to ask questions, and 

which questions to ask. 



More Facilitating Tips 

Clearly, it helps to define your goals and the kinds of discussion that will 

achieve them: do you want argument? Do you want Participants to present 

information; compare concepts; criticize? In-group preparation may include 

defining needed concepts and terms. Preliminary brainstorming sessions on a 

topic can be valuable; they can be Participant led. Use the blackboard and/or a 

Participant recorder. 

It's much easier, and much more automatic, to ask information-seeking or 

"yes/no" questions than to formulate questions that help Participants to think and 

that provoke a conversation. A series of information-seeking questions is highly 

unlikely to stimulate either good thinking or good discussion. 

Work out your goals before entering the discussion: do you wish to 

encourage Participants to synthesize ideas from different sources? to encourage 

comparison? to stir up criticism? to have Participants apply ideas to experiences 

drawn from outside the organization?  

If you use a specialized vocabulary, don't assume your Participants 

understand you. What do you do if Participants look blank when you have just 

asked a question? You can try rephrasing it, to clarify your meaning or to explain 

your vocabulary.  

Keep the topic of your questions focused. A barrage of seemingly 

unrelated questions usually elicits silence, as Participants wonder where to begin 

or "what you want." 

If you want Participants to answer questions, and to talk with each other, 

it's a good idea to keep an eye on your own behavior. Avoid habitually answering 

your own questions. Participants will in turn get in the habit of letting you do so. 

When Participants do respond, listen to what they say; don't focus only on your 

own goals and on the sometimes tiny part of the Participant's response that applies 

to that goal. 

Act as a mediator. Summarize, organize, re-direct; keep the question or 

problem in view; keep order. Keep a written record of Participants' contributions 

and questions on a white board if one is available. Welcome disagreement! 

Remember, disagreement is a normal and even desirable meeting behavior. Your 

positive handling of disagreement can help Participants learn how to disagree 

agreeably and without fear or anger. Challenge Participants to perform well, but 

don't put one Participant interminably on the spot; encourage other Participants to 

leap in when they can help someone out. 

 

Follow Up on Questions 

 How you follow up on a question or comment will affect the successful, or 

perhaps unrewarding flow of your discussion. Consider the following when following up 

on a point or question. 

Ask the Participant why she has made a certain response 



Ask the Participant to provide evidence, or can the Participant provide an 

example? 

If necessary, ask the Participant to clarify his response or when in doubt about 

what the Participant has said, paraphrase, or get another Participant to do so. 

Try referring to your own experience to help draw out Participants and make them 

comfortable but be careful not to start holding court! 

Teach other Participants to provide the above kinds of follow-up. 

Never respond with ridicule, sarcasm, or with a heated, emotional put-down  

Don't interrupt, let Participants finish. Give them time to complete their thoughts. 

Try to respond positively to each Participant's comments, if only to rephrase. 

Then pose your criticism. Or redirect the response to another Participant: other 

Participants often do the job of criticism quite well. 

Avoid responding routinely with evaluation, with judgment such as "Good." or 

"That's right." Avoid developing a formulaic response. Try to pick up on the 

interesting part of a Participant's comment. Provide positive re-enforcement for 

the Participant as a person with 

ideas, not just as someone who provides right and wrong answers.  

Never put down a Participant's question or suggest in any subtle way that the 

Participant was stupid or out of place to ask it 

If the questioner is routinely a trouble-maker, talk to him or her away from the 

group. In the group, you can put off the question: the other Participants also know 

a trouble-maker when they see one, and they won't appreciate your spending a lot 

of time on a question that shouldn't have been asked. 

Respond positively to questions. If you re-direct a question, make sure that it gets 

answered, and that the Participant won't feel you ignored her. 

Feel free to admit your ignorance if you get a question you can't answer or that 

you need time to answer. Model what you hope Participants will do when they, 

too, are stymied.  

If questions move the discussion into new areas, say so, and then decide whether 

or not to go there. Use your role as Facilitator graciously here. 

 

 

Please review this last section of the Chapter carefully because you 

may be called upon to facilitate some of the group discussions beginning 

with Session Three and continuing through our project phases. This is an 

important skill for anyone to have and there’s nothing to be afraid of. Just 

follow these guidelines and you’ll do fine! 



Chapter Ten (Running a Meeting) Review Questions 
 

1. Equally important to a meeting agenda are the minutes which should be published 

________________________ and circulated to ________________________. Good 

meeting minutes will allow you to prepare for the next meeting as well as document 

_______________, ________________________, and ________________________. 

  

2. Meetings will generally flow smoother if you… 

1. __________________________________________________________________

__ 

2. __________________________________________________________________

__ 

3. __________________________________________________________________

__ 

4. __________________________________________________________________

__ 

5. __________________________________________________________________

__ 

 

3. Some of the common results of successful mediation include: 

1. __________________________________________________________________

__ 

2. __________________________________________________________________

__ 

3. __________________________________________________________________

__ 

  

4. The optimal result of any negotiation is a __________________ solution. The best we 

can hope for in a loss would be to use our BATNA, which stands for? 

________________________________________.  

Walking Away is preferable to win-lose solutions. If you MUST conclude a negotiation 

from a position of weakness, identify your. Give an example of a BATNA strategy. 

________________________________________________________________________

____________ 

________________________________________________________________________

____________ 

 



5. To create a good discussion group, it sometimes helps to get the group to define what 

constitutes a good discussion. What questions might you ask to help them define a good 

discussion?  

1. __________________________________________________________________

__ 

2. __________________________________________________________________

__ 

3. __________________________________________________________________

__ 

 

6. How can you build rapport in a discussion group? 

1. __________________________________________________________________

__ 

2. __________________________________________________________________

__ 

3. __________________________________________________________________

__ 

 



7. What are some good techniques to employ before starting a discussion? 

1. __________________________________________________________________

__ 

2. __________________________________________________________________

__ 

3. __________________________________________________________________

__ 

4. __________________________________________________________________

__ 

5. __________________________________________________________________

__ 

 

8. What are some good techniques to help bring a shy participant into the discussion? 

 

1. __________________________________________________________________

__ 

2. __________________________________________________________________

__ 

3. __________________________________________________________________

__ 

 

9. What are some good techniques to help control an over-talker? 

 

1. __________________________________________________________________

__ 

2. __________________________________________________________________

__ 

3. __________________________________________________________________

__ 

 

 

10. What should you remember when asking follow up questions? 

1. __________________________________________________________________

__ 

2. __________________________________________________________________

__ 

3. __________________________________________________________________

__ 

4. __________________________________________________________________

__ 



5. __________________________________________________________________ 
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