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Why The Wolf?

The wolf has an extraordinary ability to mediate 

and keep the peace. Wolves have a huge 

and subtle range of “calming signals” and 

sophisticated ways to develop and maintain 

healthy structure in their family packs. They 

demonstrate such wisdom that business leaders, 

police, and others can take classes on learning 

better leadership skills from wolf packs!
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What You’ll Learn in this Module

Welcome to TeamWiser Module 2: How to Design and Run Awesome Meetings! 

This module will help you and your team learn and practice the art of convening, organizing, 

designing, and running meetings that rock.     

Here’s what you’ll learn in this module:

• What makes a meeting AWESOME

• How to balance organization and structure with momentum and flow

• Key roles that every meeting needs 

• The Awesome Meeting Protocol   — step by step instructions for running awesome 

meetings

• How to work through any issue or topic area with maximum productivity, inclusion, 

buy-in, and creativity — and minimal conflict and stress 

Let’s dive in!
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What is an Awesome Meeting?

The way a team plays as a whole determines its success. You may 

have the greatest bunch of individual stars in the world, but if they 

don’t play together, the club won’t be worth a dime.”  — Babe Ruth

“In teamwork, silence isn’t golden. It’s deadly.” — Mark Sanborn

Your team’s health relies not only on the strengths of individual people but also, with 

reference to the “blind spot” we mentioned previously, on “the space between and within” 

people. Tension and discomfort can act like poisons to team vitality. And while many people 

tolerate them, these “fault lines” can become fissures and ruptures. Too often, teams fail 

exactly along the fault lines they unwittingly allow to grow.

Otto Scharmer of MIT calls the space between people a “social field,” which he defines as 

“the quality of relationships that give rise to patterns of thinking, conversing, and organizing, 

which in turn produce practical results.” Meetings become toxic when people neglect the 

social field: where there should be warmth, interest, enthusiasm, and flexibility, there can be 

all manner of opposites: coldness, apathy, manipulation, and so on. 

Nothing drains a team’s energy and goodwill like a poorly run meeting. In fact, meetings 

are typically so painful that some CEOs simply recommend simply not meeting. But just as 

meetings can play out toxic repetitions of destructive patterns, they can instead be a place to 

make huge progress together, support and empower individuals, and build community. Your 

meetings, moreover, are not just a place to get stuff done. They are the place to cultivate the 

space between — the “warmth factor” that forms the basis of a healthy team — and as such, 

they can be the highlight of the day, week, or month. They provide opportunities to creatively 

disrupt unhelpful patterns and habits and support the health of the social field. Great things 

can happen and move in meetings. They can be the heartbeat of a living and healthy team.
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The Art of Meeting

A good meeting has a clear purpose, follows a clear agenda, and gives everyone a sense 

of progress. A great meeting does this efficiently and without conflict. And an AWESOME 

meeting accomplishes all of the above plus it helps build community, foster creativity, and 

bring some real joy to the work. 

So, how do you transform your weekly team meetings from frustrating experiences to 

nourishing, community, and momentum-building moments? Begin by rethinking your 

meetings as a space where you practice and learn “the art of meeting.” When you see your 

meetings as a practice space in this sense, everyone on your team participates as a fully 

engaged co-creator, contributor, and learner.

Think about your current meetings. Are people engaged? Does everyone have a voice, 

or are some people more or less silent? Do people participate with enthusiasm? Are your 

meetings consistently positive experiences, meeting after meeting? Do they advance your 

business and strengthen your team? Do they provide a real sense of accomplishment and 

teamwork?

We’ve been cultivating the art of meeting for more than twenty years. In that time, we’ve 

learned that running awesome meetings is a necessary discipline and something of an 

art form or craft. As in every art, there is no one BEST or ONLY way to do it; people have 

different styles. The recommendations we’re making are based on our years of experience 

and training — and while they will get you started, we’re also confident you’ll find your own 

“meeting art form” as you become more skilled with these suggestions. After so many 

meetings over the years, we don’t want to endure anything but awesome — and from this 

day forth, we want the same for you! 



04

TeamWiser | Module Two

WISER MEETINGS    

Design, Structure, 
Facilitation, and Flow

Meeting should serve two essential functions. First, they should advance key business goals. 

Meetings provide an opportunity for key leaders and stakeholders to explore, decide, and 

agree important strategic and tactical steps. Second, meetings should build team cohesion: 

they should systematically support the well-being of each team member and the team as a 

whole. These objectives are equally important and mutually reinforcing. Doing one of them 

well but the other poorly will compromise the meeting. 

Think about running an awesome meeting like walking on two legs. If you were to use only 

one leg, you would limp along. To walk or even run or dance, you need both legs. The two 

legs of running an awesome meeting are Structure and Flow. The structure must be designed 

and the flow must be facilitated in order for the meeting to harmoniously fulfill the essential 

functions of advancing key business goals and building the team.

Structure Flow

How the meeting is put 

together — the component 

parts in a specific sequence.

The overall pace, tone, quality, 

feel, and vibe of the meeting. 

To facilitate an awesome meeting is to work systematically through each part of the meeting’s 

structure with a flow that maximizes both creativity and efficiency while minimizing conflict, 

tension, and frustration.

Anyone can become a skilled facilitator. In our experience, the learning curve isn’t too steep 

once you know the basics and practice.



05

TeamWiser | Module Two

WISER MEETINGS    

In the first module, we described a simple type of creative process in three stages. A meeting, 

however, is more complex; it is a whole comprised of many parts. Each agenda topic opens, 

emerges, and closes. To navigate more complex creative (and in this instance, co-creative) 

processes, we need another tool: the creativity arc.

There is a big difference between an idea on paper — your vision, for example — and the 

idea brought to life in reality. The creativity arc represents the journey from great idea to 

living reality. It reminds us that there is always a “gap” between our initial idea or plan and the 

eventual and actual realization of that idea. Failure to gracefully and skillfully navigate that 

gap has been the death of many a promising project or team. 

You may recognize the creativity arc from the first module: 

The top left arc represents everything from your barest beginnings — ideas, visions — 

through to your strategic plans, build out, and initial momentum. You enter the gap when 

you encounter significant uncertainty. To navigate the gap is to navigate uncertainty, often 

for an indefinite period of time. In the gap, you don’t know when (or whether, or how) you will 

find your way forward — but you keep going. These arcs are also called the “near shore” and 

the “far shore,” to use a sailing metaphor, or the “directional arc” and the “emergent arc” to 

emphasize their respective qualities.

We have found it very helpful when a team can knowingly and patiently navigate the gap 

together. It might occur in a particularly tough meeting or agenda topic. It might occur in a 

failure of communication (which we’ll cover in module 3), on your personal development path 

The Creativity Arc



06

TeamWiser | Module Two

WISER MEETINGS    

as a leader (module 4), in knowing how to make your team feel like a community (module 

five), while innovating (module six), or of course, when doing creative work (module seven). In 

other words, when you’re trying to do something ambitious and challenging, you’re going to 

encounter the “Gap of Uncertainty” — and learning how to navigate it effectively can help you 

achieve outstanding outcomes on the other side.

The bottom right arc represents this victory: the gradual (or indeed, sometimes sudden) 

emergence of the outcome. The bottom right arc terminates with the final outcome, the 

last stage of the process. This is a key insight into every act of creation: form emerges at the 

end.  The embryo goes through radical metamorphosis that culminates in the final form of a 

newborn; an artwork’s final form is realized only at the end of a search; great discoveries often 

follow long searches that led to many dead ends. Part of running an awesome meeting is 

gracefully navigating uncertainty while you and your team seek the “best ideas” (see module 

one) and patiently hunt for the answers to emerge at the end of a searching process.   

In this module’s exercise, the creativity arc can help you design and run an awesome 

meeting. As you prepare the agenda, open the meeting, and introduce each agenda topic, 

you’re on the first arc. You enter the “gap” as you explore each agenda item (we’ll show you 

how in the exercise), inviting dialogue and exploration. You reach the second arc when you 

and your team reach the desired degree of shared understanding about each agenda topic 

(for example, a decision) and when you close the meeting as a whole. Now let’s turn to the 

exercise.
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Before you Begin

We recommend that you and your team read through these introductory notes and the 

meeting protocol below, then talk about how you will implement the practices in your next 

meeting. It’s a good idea to get everyone on the same page before diving in. 

We recommend covering the following points:

Can you all agree to follow this meeting protocol? In general, make sure you have a clear 

& shared agreement before moving forward. Everyone should understand what is going to 

happen and be willing to engage with the structure and flow described in the protocol. If 

anyone has an objection or feels reluctant, listen to their objections and hear them as fully 

as you can. As a group, try to meet the needs being expressed. Find a way for everyone to 

get comfortable enough to fully engage with this new and more disciplined way of running 

meetings. It makes the facilitator’s job — and everyone else’s — far easier when everyone’s 

bought in. Without buy-in, people will find all sorts of subtle and ingenious (and sometimes 

completely unconscious!) ways to sabotage the process.

Also, we recommend that you follow our instructions exactly until you get familiar with the 

tools and discover their effectiveness. After that, you will naturally find your own way and 

adapt them to your own situation.

Crafting an agenda is an essential part of supporting a healthy meeting culture. WIthout an 

agenda, a meeting will go off the rails into an unstructured conversation. Agendas provide 

both clear content and constraints to the meeting — two key components of a well-organized 

co-creative experience. 

Are we doing this?

Where’s the agenda? Can we give input? What about minutes? 
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Agree where you will put the agenda to share with the team. We recommend using a web 

app like Asana or Google Docs to keep your next meeting’s agenda. These apps allow users 

to change and edit a document collaboratively. 

Practice tip. We advise teams to use one document as an “evergreen” agenda instead of 

making a new document each week. This way, everyone has one place everyone to go in 

order to define their next meeting’s agenda. If you want to archive a meeting’s agenda later, 

do that separately. Our two cents.  

Make sure everyone on the team can view and edit the agenda. The idea is to gather input, 

suggested changes and refinements, and otherwise enable others to craft the agenda before 

the meeting starts. 

Finally, agree how you will record key decisions and agreements. We have found that taking 

detailed notes of decisions and agreements is often sufficient, but sometimes it’s necessary 

to notate or record the proceedings and substance of the dialogue. See how you go — just 

make sure you agree your note taking procedure up front with your team. 

The practice we’re describing might seem a bit 

overwhelming at first, but once you do it, you’ll find that 

it all flows very smoothly. With practice, you’ll be on your 

way to running awesome meetings!
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There are three key roles in the Awesome Meeting Protocol, and each role serves a special 

function. They are the facilitator, the note taker, and the time keeper. The time keeper’s role is 

optional but helpful.

This person records the decisions and/or, if needed, the proceedings. It can be a little 

laborious to write down everything said, and it’s often not necessary to do this — but it’s 

ALWAYS necessary to note decisions made. 

The note taker’s primary role is to document the agreements and decisions, but s/he also 

makes a record of the meeting — a small but important point for groups who are legally 

required to keep minutes.

And above all this, the facilitator is the one “holding” the space for others, which means s/he 

pays attention to the whole of the meeting — its structure, its flow, its health, and its vitality. 

The most important role is the facilitator. The facilitator is responsible to:

• move the agenda along (Flow)

• protect and nurture the “space between” or the social field (the health of the 

relationships in the team)

• ensure that when decisions are made, they are made clearly, in consensus (if 

appropriate), and on record

• help people stay on track and on point 

• encourage everyone to engage and contribute

• ensure that everyone adheres to the Ground Rules

Roles

Facilitator

Note Taker
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When it’s time to review the decisions and agreements at the meeting’s end, the note taker 

reads through the list of decisions s/he’s noted. This list is key to the group’s being able to 

carry forward all the fruits of the foregoing conversations.

The team should understand the importance of agreements. Agreements, 

once made, should be kept. They should be considered something 

“sacred” and binding, like one’s word or promise — a question 

of integrity. This and other words (like agenda, decision, table, 

resolved, etc.) should acquire significant meaning for everyone 

involved; they signal an important turn of events in the meeting. When 

there is agreement about something, it represents a moment of shared 

understanding — the glue that holds any community together. When you 

have shared understanding, you can move mountains; when you don’t; you 

can’t do anything.

Someone should always be tracking time. If the meeting has more than 6 participants or so, 

it’s helpful to have a designated timekeeper; otherwise, the facilitator can assume this role. A 

timekeeper should notify the facilitator when time is running short — preferably before time is 

too short to course correct.

The timekeeper isn’t a tyrant. It’s her or his job to gently intervene, not interrupt the flow, 

quietly advise regarding time, and otherwise ensure that the agenda and timing stay on track. 

If an agenda item needs more time, the facilitator (or anyone else, actually) can check in with 

the group. “I notice that we’re nearly out of time for this discussion but I think we need more 

time. Does anyone else agree?” If so, extend the item by a time period. If an item needs still 

more time, it might be prudent to table it, schedule another meeting, or find another option.

Time Keeper
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Can Facilitators Participate?

When a facilitator is also a team member (as opposed to a hired consultant, for example), 

there can be an innate tension between facilitating the meeting and participating in 

substantive conversations. We have found that in smaller groups, the facilitator can easily 

participate in conversations, but in larger groups, the facilitator should focus on facilitating the 

meeting, not on the content of the meeting. You can run into trouble if you try to do both — 

especially in larger groups.

Note takers and timekeepers can easily participate in the meeting in smaller groups, whereas 

larger groups will often designate note takers and time keepers who do not participate in the 

meeting (for example, staff members supporting a meeting of partners). 

The exception: “Changing Hats”
 

When the facilitator must participate in the meeting but the group still needs facilitation — 

for example if the facilitator is a point person or decision maker on a particular topic — s/he 

should “change hats,” i.e. hand the facilitator role over to someone else temporarily, while s/

he actively takes part in a conversation. This frees the facilitator to have a real stake in the item 

at hand without dropping the ball. It is not possible, in our experience, to both participate with 

a point of view AND at the same time care for the Structure, Flow, and whole of the meeting.  

When the facilitator hands the role temporarily to someone else, that person then holds 

space, keeps the energy moving, asks people to speak more or less, and so on, while the one 

who has handed the role over can then fully devote his or her attention to the discussion.

External Facilitators

Sometimes, it’s necessary to hire an external facilitator so that everyone on the team can 

fully participate in the meeting. This is especially wise in a retreat situation or when the stakes 

are very high. In those situations, you want all team members to be fully immersed in the 

activities, so hiring an outside resource can be extremely helpful.



12

TeamWiser | Module Two

WISER MEETINGS    

Train Your Team Members to Facilitate

We have found that it’s a good idea to ensure that everyone facilitates from time to time. 

Some people are natural facilitators, and it’ll be easy to let such a person play the role week 

after week. But we’ve found it’s much better to train everyone to facilitate, including people 

who don’t often speak. The dynamic and tone of the meeting shifts with each new facilitator, 

which helps the group think, communicate, and decide in unexpected ways. Staying with the 

same facilitator week after week can lull the group into habit and rote participation. 

As your team gets the hang of facilitating, the group can start to facilitate itself, though there 

should always be ONE person running each meeting, preparing the agenda, holding the 

space, etc. This ensures that the whole, and not only the parts, gets the attention it needs for 

everyone to experience an awesome meeting.
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Here follows the Awesome Meeting Protocol. Read it, study it, and work through it systemat-

ically the first few times you run your awesome meetings. As you go, you’ll notice that each 

phase of the agenda has a distinct purpose and mood. As you practice, you’ll naturally adapt 

each phase to the purpose at hand. You’ll get the hang of it; we promise!

The Protocol is organized into four sections, as follows:

The Awesome Meeting Protocol

Before the Meeting

Running the Meeting After the Meeting

Starting the Meeting

1

3 4

2

Now let’s look at each section in detail.

1.1 Clarify the purpose

1.2 Send out agenda

1.3 Identify point people

1.4 Ask for specific input

1.5 Write up the agenda

1.6 Prepare all tech

1.7 Clarify roles

2.1 Welcome

2.2 Purpose

2.3 Ground Rules

2.4 Check Ins

2.5 Agenda Review

3.1 Agenda Points 

 (see next section)

3.2 Decision Review

3.3 Check Outs

4.1 Agenda Points (see the section 

starting p. 19 for details on how to 

run each agenda point)

4.2 Tensions & Disagreements
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And just before the meeting starts:

1.5 Write up the agenda on a whiteboard or flipchart. 

1.6 Prepare all technology so you don’t waste time troubleshooting or changing platforms 

during the meeting.

1.7 Make sure the roles are clear.

Well before the meeting — a few days or a week — do the following:

1.1 Clarify and communicate the purpose of the meeting — a high level description of why 

you’re meeting. 

1.2 Send out the agenda. Sending out the agenda enables participants to come to the 

meeting prepared and ready. Ask everyone to read through the agenda, communicate 

any changes or additions in advance, and show up prepared to address the agenda 

items.

13 Designate a point person for each agenda topic. The point person will prepare and 

present the topic.

1.4 Ask for specific input. You can ask for refinements or suggestions to the agenda, 

preparation on a specific agenda topic or point, or both. Ask point people to prepare 

their presentation and discussion items, for example; ask key people to prepare 

whatever content they have to offer beforehand. This way, there’s less head-

scratching, meandering, and catch-up during the meeting.

Before the Meeting1

You’ll likely need to give your team a bit of time to adopt this protocol. 

Initially, you may have to remind each point person to come prepared. When they 

don’t, gently encourage them to view the agenda or contribute their input earlier next 

time. Within a few weeks, the need to prepare before attending will become common 

knowledge and common practice. 
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Make sure your meetings have strong starts. A strong start jump starts the sense of flow right 

at the beginning. Here’s how:

2.1 Welcome. Welcome everyone to the meeting with as much authentic generosity 

and authenticity as you can muster. A simple “Welcome everyone!” will do — just 

speak from your heart. This already helps increase the warmth, a key element of an 

awesome meeting.

2.2 Purpose. Clearly state or restate the purpose of the meeting to ensure everyone’s on 

the same page. “We’re meeting today to… The focus (or purpose) of our meeting today 

is…” And be honest: if the meeting is going to deal with weighty matters, you can say, 

“We need to work on some tensions in the group,” or “We need to figure out what to do 

about [insert dreaded topic here],” or something similar. If the purpose has emotional 

weight to it, precise framing and tone of the purpose is very important. Careless or 

improper framing of the purpose can heighten the tension or even derail the meeting 

before it begins. Practice your framing the conversation beforehand, and when you 

go live, speak from your heart, take your time, and stay present. This moment can 

be particularly powerful: strong starts to hard conversations establish a generative 

combination of safety, inclusion, sincerity, warmth, and genuine interest, and turn a 

tight spot into an opportunity for progress and cohesion. 

Starting the Meeting2

Strong starts send a message of confidence, joy, and positivity. 

At Magenta we like to say, “The pattern is set in the beginning.” It’s 

true, whether it’s a system, a relationship, a meeting culture, or a family dynamic. It’s 

always possible to change patterns, but it’s hard. If you can get it right at the start, 

you’re off to smoother sailing.
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2.3 Ground Rules. In general, it’s a good idea to have some “Ground Rules” — 

particularly when you’re establishing a new meeting culture or working with a new 

team. These preliminary agreements help establish a safe space for people to share, 

explore, and be candid. Feel free to use these and/or add your own. Write them on a 

flip chart, present them, and agree or amend. 

• Be present. If you’re here, be fully here (not mentally somewhere else, not texting 

or on devices). If someone must leave for a moment for any reason, let it happen 

and do your best to quickly brief that person on important decisions when they 

return. Having a lot of participants going in and out detracts from the meeting’s 

flow. This ground rule should encourage and set a high bar for a productive yet 

relaxed atmosphere.

• Practice active listening. Encourage careful, attentive listening, not just waiting 

until someone else is finished speaking so you can launch your rebuttal. Don’t 

watch others’ mouths move while you inwardly rehearse your next point. Listen 

to what they’re saying and take it in — then offer a response. Active listening is a 

highly effective way to improve the meeting experience. 

• Ensure a measure of confidentiality, as needed. Agree up front what can be 

shared and what is confidential. The “Chatham House Rule” can be useful: “When 

a meeting, or part thereof, is held under the Chatham House Rule, participants are 

free to use the information received, but neither the identity nor the affiliation of 

the speaker(s), nor that of any other participant, may be revealed.” That’s a fancy 

way of saying that you can say what was said but not who said it. This implies 

special handling when the proceedings are recorded or documented. 

Once you cover these ground rules, ask participants if they have any additions. What 

rules do they need to create a safe and productive space? And finally, ask participants 

whether they’re willing to abide by these rules (check for agreement) and if everyone 

agrees, ask them to respect these rules. 

As you establish your “meeting culture” and norms, you won’t 

need to revisit the Ground Rules very often. A clean way to 

fairness and respect, it’s a great practice to use in new groups.
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2.4 Check In.  A “check in” is a quick “temperature check” with two important functions: 

 First, it reveals any underlying tensions, distractions, or other important matters 

that may need to be taken into account before starting the meeting. For example, 

someone might share that they didn’t sleep well last night, or that they heard some 

important news, or that they’re dealing with a family situation that may require their 

occasional attention. This quickly communicates the gist of any outside affairs that 

might impact people’s abilities to fully participate in the meeting.

 

 Second, It gets everyone’s voice in the room. The more people speak, the happier 

they are. That’s an essential rule to remember when facilitating meetings. People get 

fidgety and upset when they have to listen too long without speaking, and the check 

in prevents that.

Important Notes About Check Ins:

• They are not places to give updates, bring up issues, or mention other matters 

relevant to the meeting at hand.

• People should not interrupt or speak or ask questions (except clarifying ones). 

• They should be brief. Everyone in the meeting should understand these rules so 

that they can follow them.

A variation on the check in is to offer a “check in question” such as “What surprised 

me about yesterday’s site visit?” or “What questions am I living with as I begin this 

meeting?” The check in question should accord with the tone and direction of 

the meeting. It’s a great opportunity to get people’s voices in the room and gain 

momentum, but it shouldn’t be overdone or overlong. 

2.5 Agenda review. After the check in, review the agenda. Everyone should have already 

seen it, but this is a last chance to adjust the structure. If sufficient preparation is 

done in advance, no further input will be needed — but it can be helpful to refresh 

everyone’s mind. We don’t advise you to seek excessive input or refinements to the 

agenda at the beginning of the meeting because doing so can take valuable time and 

slow the pace. Prepare beforehand so you can simply review and get going. 
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3.1 Agenda Points or Topics. This is the most important part of your meeting and the 

section where most of the work happens, detailed in the next section.

3.2 Decision review. When you’ve worked through the whole agenda, the note taker 

should read aloud a quick summary of action items, tabled items, delegations, 

deadlines, etc.

3.3 Check Outs. The check out is similar to the check in, but is done when leaving. The 

check out gives everyone a sense of how people are leaving the meeting.

4.1 Minutes. After each meeting, the Note Taker should send a link to or a copy of the 

minutes (including key decisions, follow up actions, agreements, etc.) and a link to the 

next meeting’s agenda with a reminder to add agenda topics to it.

4.2 Tensions & Disagreements. Areas of tension, disagreement, or conflict should be given 

special attention to encourage key individuals to address and resolve the situation 

offline. Conflict presents its own challenges and is best addressed with a robust and 

effective toolkit — that’s why we cover it in our next module, Wiser Communication.

Running the Meeting3

After the Meeting4

Here’s where all the preparation (which goes fast, we promise!) pays off: a smooth running 

work session that systematically, creatively, and inclusively gets things done. Here’s how it 

works. 

Essentially, each agenda point gets the same systematic treatment: introduction, briefing or 

presentation, discussion, decision, note taken — and move to the next topic. Each topic goes 

through this cycle. 

There’s a lot of detail here, so we’re going to explore each step thoroughly in the next section. 

For now, here’s a quick overview of the rest of the meeting. 
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Each agenda point is a part of a whole (the Structure) and represents an opportunity to 

strengthen team cohesion, build momentum, course correct (as needed), and otherwise 

support the meeting process (the Flow). The following template is, as with all good templates, 

adjustable — but we recommend getting the gist of it before improvising.

So here’s the overview of the process, which repeats for each agenda item.: 

Working Through Each 
Agenda Topic

So let’s get into the details. In the descriptions that follow, words in orange text are special 

terms that indicate formal processes with which you and your team will become increasingly 

familiar. These terms signify important and distinct elements. For example, the team should 

understand the difference between “presentation mode” and “discussion mode” (the key 

difference being that during the former, only clarifying questions are allowed; the latter is a 

conversation). Each of these special terms signifies a distinct mode and shift in the play or the 

Flow of the meeting. 

With that in mind, here’s how we recommend handling each agenda topic or point.

Introduction Decision
Notes of 

Decisions

Briefing or 

Presentation

Discussion/ 

Conversation



20

TeamWiser | Module Two

WISER MEETINGS    

Briefing or Presentation. A “presentation” in this sense is not necessarily 

a slide deck or a PowerPoint. It can easily be just a short, concise, 

prepared introduction to the topic/agenda point at hand. 

The facilitator asks the point person for this topic to present the issue 

at hand. What is the issue? What needs to be decided? For example: 

“Dana, would you please present the topic?” Dana: “Sure. The topic is 

the Friday night event; we need to decide if we’re going.” As needed, 

there may be a decision maker for each topic.

If the point person is expecting input from someone in particular, 

s/he should ask that person to prepare their input in advance of 

the meeting. In general, it’s good to prepare as much as possible 

beforehand so the conversation can be tightly focused. This “pre-work” 

helps streamline the meeting.

 

Keep the presentation succinct, brief, and clear, and close with a 

request: either to get input, share ideas on the subject, work towards a 

decision, or whatever is needed. 

The point person may also ask for any clarifying questions before 

moving on. The aim is to get everyone on the same page about the 

topic’s content and the main questions on the table.

The facilitator introduces each new agenda point. S/he can say 

something like, “OK we’re moving on to XYZ; here we go.” Just a short 

sentence to indicate the shift. 
Introduction

Briefing or 

Presentation
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Discussion / 

Conversation

After the presentation, there is a discussion or conversation. The 

facilitator’s role is to help the conversation stay on track. Remember, 

you’re walking on two legs: you help people stay on topic (Structure), 

and you attend to the quality of attention and warmth (Flow).

The discussions of your agenda points are the core of the meeting. 

Let’s take some time to explore how to guide and facilitate a rich and 

engaging conversation.

Some discussions are open-ended explorations; others require 

decisions. If you’re exploring a question, you might say, “I just want to 

explore some ideas with you; then I’ll take the ideas offline and come 

back next week and let you know our progress.” If a decision is needed, 

you might add, “We need to decide today so we can….”

During the conversation, a skilled facilitator will ask people directly for 

their input and encourage their contribution on an as needed basis. S/

he is “holding space” more in this moment than in any other time in the 

meeting. It’s really crucial to get people talking. If no one’s talking, try 

asking specific people what they think. Don’t be afraid to slow down 

and (gently) invite specific people to contribute. If a particular person is 

not contributing, consider asking that person what is on her or his mind. 

Encourage conversation in order to progress the topic at hand.

Briefing or 

Presentation

If there is no need for a discussion, the agenda item can simply 

remain a presentation. Someone might want to simply announce 

something (an announcement); or, this could be an item requiring 

an explanation, but only “for your consideration” — for example, 

someone can say, “This week I’m going to present something; next 

week I want to discuss it.” Such an announcement might precede 

a request for others to think about something specific before your 

next meeting.

(continued)
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You may want to occasionally include an 

agenda point of “Appreciations” or “Wins.” 

This is an opportunity to end the meeting on 

a positive and appreciative note.

If you need to first brainstorm and then decide, consider running a 

short post-it note exercise as described in module one. Have people 

write their ideas on post-it notes, share them with the group, put them 

on the wall, and see if you can decide or advance the considerations. 

A quick way to drain the energy of a meeting is to have people throw 

out ideas and talk about those ideas, one after the other. So working 

with post-its can help you avoid that situation. Another option is to ask 

people to journal before they share; this provides an opportunity to 

reflect a bit before conversing. You can also ask people to work in pairs 

or threes, so they can come up with and process ideas before bringing 

them to the group for consideration.

When the group seems to be aligned, the facilitator calls for a decision. 

You can ask “Can we decide?” or “Shall we decide to….?” And look for 

a clearly worded decision that the note taker can scribe. This decision 

must go in the minutes so that everyone can refer to it later.

We encourage you to avoid asking or enabling one person (e.g. the 

CEO) to make all the decisions. When one person is the “decider,” 

everyone else inwardly “steps back” from responsibility and agency. 

When one person routinely makes the decisions, you’re undermining 

collective creativity, inclusion, and momentum. Instead, keep giving 

the energy and power to the group, encouraging them; give the group 

the power to decide. The facilitator is looking for consensus, if possible 

— or at least, maximum buy-in.

Discussion / 

Conversation

(continued)
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Discussion / 

Conversation

(continued)

Along these lines, if there is an outlier — someone who disagrees with the 

decision that everyone else wants to make — then a good way to proceed 

is to ask that person, “What do you need to come along?” In this case, the 

facilitator is looking for that person’s needs — what s/he needs in this case 

to endorse or at least allow the rest of the team to decide. The outlier’s 

issue is often very minor — a minor change, some small recognition — 

and this question, especially when followed up by a minor shift in the 

decision, can help that person align and commit. This is an elegant, simple 

way to gain consensus and avoid making a decision that divides the 

group. Moreover, sometimes the outlier’s issue is not minor but extremely 

pertinent — an insightful observation that everyone else has overlooked. 

So pay attention to outliers, and enroll their wisdom and participation. 

Keep things moving and keep people engaged; keep including and 

hearing them — and gently help them lead. Your job isn’t to push or pull 

them; your job is to remove or minimize obstacles so that they can move 

ahead together. If you don’t know which way to go or what to do next, see 

if you can formulate a clear question and ask the group. “Shall we stay on 

this question or move on?” “Shall we table this until next week, or think 

about this offline?” You might even need to ask a specific question to a 

specific person: “Are you saying that you feel some reluctance to proceed? 

Would you like more time to think about this?” A clear question or process 

suggestion can be very helpful!  

If you’re spending time in the meeting resolving issues between 

two people, you can ask them to take it offline. Meetings are 

not the place for protracted arguments, which move a meeting 

from “awesome” to “bad” very quickly. Ask people to take it offline 

and resolve the conflict, if needed, and report on their progress, 

resolution, or decision later. We’ll explore conflict resolution, by 

the way, in the next module.
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Discussion / 

Conversation

(continued)

Look for opportunities to clear the way forward. For example, imagine 

someone says, “We should do this or that….” and you think it’s a good idea. 

You might say, “I think that’s a great idea; would you be willing to...?” You 

can empower them to do something — prepare a proposal, follow up, 

take charge, take responsibility. Empower and encourage them to step 

up, lean in, join forces, and take responsibility. Of course, you also want 

buy-in from the other team members. Do they think it’s a good idea? 

Are they OK for that person to…..? Do they have any improvements or 

suggestions to this idea? You’re encouraging forward movement and clear 

agreements while including, at the same time, others’ input, suggestions, 

or willingness to participate and support.

Using Time Wisely

Whenever you depart from the meeting structure (for example, 

you have an unplanned discussion), it’s the facilitator’s role to 

help the group decide either to use more time on a particular 

item (at the possible expense of others), to table the item, or 

to work on it offline. You might say, “I notice we’re sliding into a 

discussion of technology platforms. Should we add this topic 

to our agenda for next week or is this something we need to 

discuss now? If so, we might not get through our current agenda 

and may need to table some items until next week.” The art of 

this is to keep handing it to the group: get their involvement and 

help them step into deciding how to use time wisely with you.
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The next significant moment is when the group makes a decision. 

There are at least three types of decisions: there may be an action or 

task; the topic could be tabled for later meeting; or the issue could be 

resolved. All decisions should be logged in the meeting minutes. 

An action item or task always has a point person (someone 

responsible). It may have a date and an output or outcome attached. 

Actions or tasks to be completed later should be immediately 

recorded in the app you’re using to manage tasks.

Tabled items go into the next meeting’s agenda. With each tabled 

item, there should be an action item to ensure the issue moves 

forward outside the meeting if possible. 

Resolved topics have no tasks; the agenda point is simply considered 

resolved. The decision is logged in the minutes so people can look 

back and see what was agreed or what exactly the resolution was.

The Note Taker records the decision. This crucial step can take place 

directly into a task management app such as Asana, some other 

app, or in a notebook, provided the note taker later shares the notes 

in some form. This is a small but vital step — without it, no one will 

remember exactly what the group decided. It’s also important to get 

the exact wording of the decision, since sometimes such details are 

pertinent. The note taker might want to read what s/he’s written to 

ensure it faithfully captures the groups understanding. 

Before moving on to the next point, you might want to ask if there are 

any unresolved questions or tensions lingering for anyone. This is an 

optional step and isn’t normally necessary, but is a good practice if 

Decision

Note all 

Decisions
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you have any doubts. This is once again attending to the Flow of the 

meeting, and it is another way to care for the vibe or the overall sense 

of wellbeing and confidence in the process. You can make a note of 

unresolved questions to explore in your next meeting or offline, or you 

can take some extra time to address them. Either way, it’s better to at 

least bring them up and note them than it is to ignore or neglect them! 

Note all 

Decisions

That’s it! At this point, you’re ready to move to the next agenda item. The sequence defined 

above repeats until you’ve finished each item.

It may sound like a lot to do for each item, but with practice, it goes very quickly and 

efficiently. Basically, you’re keeping the Structure moving while also attending to the Flow, 

keeping everyone on topic and empowering the group to explore and decide. Good job! 

You’re on your way to becoming a master facilitator!

(o
n 

to
 th

e 
ne

xt
 a

ge
nd

a 
po

in
t)



27

TeamWiser | Module Two

WISER MEETINGS    

We’d love to hear about your experiences with this exercise! If you need any help with it, or 

have any questions, please fill out this form and we’ll get back to you right away. And while 

you are at it, leave us your feedback too! Help us improve this module.

Next up: Module 3, Wiser Communication — How to Resolve and Prevent Conflict and 

Tension. As you navigate the internal tensions that arise in every team, you’ll be able 

to prevent and resolve conflict with the right tools. In the next module, we’ll give you 

the concepts and methods you need to get out of a tight spot with clear, effective, 

compassionate communication techniques. 

End of Module Two

https://forms.gle/5XyuURw7gdFKpydR8
https://forms.gle/5XyuURw7gdFKpydR8

