
  



 

 

Running meetings that make things happen 

 

  

      This book is dedicated to those who wonder  
why I’m quiet in meetings  

and those who wish I’d shut up in meetings. 
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Like many people in business, you attend meetings and 
you probably run meetings. It’s highly likely that many of 
the meetings you attend could be more effective; how 
about the meetings you run? 

This book will help you identify ways to improve the 
meetings you run, so all delegates benefit, discussions are 
richer, decisions taken are of a better quality, and more 
action is taken afterwards.  

The good news: this book will help you improve the 
effectiveness of your meetings by getting all the delegates 
to engage, not just the more talkative ones. What’s more, 
you don’t have to read all the book. This book is written to 
make it easy to focus on the parts you most need to read 
(but feel free to read it all). You might then read more 
another day or recommend it to another business leader. 

The bad news: 20% of people1 who buy self-development 
books, don’t even read this far. Worse still, most people 
who read self-development books don’t put into practice 
the ideas they got from them. 

So, as you are in the top 80% already, further improve that 
by noting actions as you read and implementing them. I’ve 
highlighted what I think are important actions throughout 
the book, but that’s not as important as what you think is 
important enough to put into practice. 
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Self-development happens when you act, shelf-
development is when your book just sits on the shelf.  

What will you do? 
#shelfdevelopment #yourchoice 

 

 

 

 

 

 

The five sections to the book are: 

1. Business meetings, friend or foe? (red margin) 
2. Preparing your meetings for success (beige, p16) 
3. Engaging the whole team(blue, p25) 
4. Meetings and the small business. (orange, p52) 
5. Making virtual meetings work (purple, p59) 
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Meetings, the bane of business life? 
 
Walk around a typical, open plan, modern office and you’ll 
see several meeting rooms of varying sizes. The difficulty 
in booking a meeting room shows most of these rooms 
are fully booked throughout most days. Meetings are a 
large part of modern business. 
 
But it’s worse than that, consider those working from 
home and spending time on one of the many remote 
meeting apps (Zoom, Teams, Skype, etc). While writing 
this book nearly everybody was working from home due 
to Covid-19, many people reported being in virtual 
meetings for the entire business day. Some people now 
are back “at work”, in real or maybe “hybrid” (mixed 
virtual and “real”) meetings. 
 
In small businesses the owner strives to keep the staff 
focused on her vision, solving current issues, improving 
client relationships and sales. Yes, that’s more meetings! 
 
With all these meetings it would be easy to assume they’re 
popular and/ or effective. The number of jokes and sayings 
about meetings (let alone the people who complain that if 
they didn’t go to as many meetings, they could do their 
job) suggest that meetings are not popular or effective.  
 
A survey2 showed 47% of people felt meetings were not 
productive. The poor quality of meetings was the second 
reason for writing this book. 
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My main motivation is the way communication and 
business culture work together leading many businesses 
to lose up a third of their productivity.  
 
A recent survey3 of three hundred businesspeople showed 
that a third are less productive than they could be. There 
were two main problems: 
 
1. management style doesn’t communicate effectively 

with the whole team. 
2. the culture in the company wastes the talent of many 

team members, especially the introverts. 
 
A few simple changes in the way people are managed can 
improve productivity. One of the most common areas 
where culture and communication go wrong is, you 
guessed it – meetings. 
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An underlying theme of this book is how meeting owners 
don’t use personality types of the people in the room 
effectively. One of the simplest ways to do this is the 
introvert – extrovert spectrum.  
 
Introverts typically process information internally, 
extroverts process information externally. In other words, 
introverts think to talk, and extroverts talk to think. This 
can delay in an introvert’s response and get filled by 
extroverted colleagues.  
 

This affects team meetings, project meetings, board 
meetings and one to one discussion. Electronic 
communication in virtual meetings can make this worse. 
 
The result? At a time when issues are more complex, we 
end up trying to use simpler solutions. There’s less 
understanding of issues, poorer quality actions taken, time 
wasted and disengaged employees. 
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Extroverts tend to be energised by being with others, find 
noisy quick fire discussions energising and enliven 
discussions. Extroverts often help generate ideas and are 
wired for enthusiasm; your role is to harness and focus it. 
 
Introverts aren’t shy; they think differently, often 
considering issues in more detail, you need to ensure it 
comes out, so it can help improve solutions. 
 
While this book is not about introverts, one of the most 
common groups of people disengaged by meetings are 
the 30%-50% of most teams who are introverted. That 
makes it a good place to start improving things. 
 
The simplest and most common actions to improve 
communication in meetings are: 
 
1. Prepare: Get meeting agenda and information out a 

week early allowing people to consider the data, 
resulting in a better quality meeting. 

2. The gift of time: After asking a question, don’t be 
afraid to pause. Don’t assume no answer is 
forthcoming, don’t answer unless it’s needed. 

3. Facilitate: Manage meetings to ensure all people 
speak, rather than just the louder ones. This leads to 
more sustainable results and improves productivity. 

 
Where do most of the meetings you attend go wrong?  

Understanding where the problem lies can help you select 
the right action to solve it. 
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Why are meetings so important? 

Bringing two or more people together, virtually or face to 
face gives great opportunities: 
 
 Saving time: You don’t have to repeat the same 

message to each person. 
 Same message: Each person gets to hear the same 

message, not the ‘office gossip’ version. 
 Joint learning: The real power is when the group learn 

from the experience of all the others in the meeting. 
This leads to better and more resilient decisions with 
more people contributing to the actions. 
 

Most business meetings aim to improve the business in 
some way. That may be to increase sales, improve 
operations, get the team working together, get everybody 
aligned around the business vision, or any number of 
similar reasons. 
 
The reasons sound noble but are the first place where 
things go wrong. These reasons are not specific enough, 
it’s not clear why people should attend or who should 
attend. 
 

Why do you run your meetings? 

 
Clear achievable reasons make a large difference to the 
chances of a successful meeting. Checking all attendees 
have similar reasons helps too! 
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What’s going wrong with meetings? 

The most common reasons3 for meetings to go wrong are: 

1. Badly prepared: Unclear reasons for having a meeting. 
Result- disengaged team, poor results, wasted time. 

2. Unfocused: The meeting covers too much, by design or 
poor management. Several people in the room aren’t 
needed for much of the meeting; disengaged they don’t 
fully participate when they should. Result – Disengaged 
team, time wasted, poor productivity. 

3. Not enough thinking time: Sending agenda and 
meeting information out late, reduces thinking time;  
especially important for the more detailed 30-50% of 
your team. Result – Poor decisions, disengaged team. 

4. Inconsistent importance: It’s said we learn by example, 
more than words. Frequently cancelling or postponing 
meetings at the last minute suggests you don’t view 
your team as important. Result – Team lose respect for 
the manager and don’t consider the subject important. 

5. Purposeless discussion: When a meeting heads away 
from the planned discussion, it loses purpose and 
attention of the room. Result –Disengaged team. 

6. Rewarding bad behaviour: Many meetings reward 
those who come out with the quickest answer (praise, 
giving them more ‘airtime’ or even financially). The first 
answer is rarely the best and often only what people 
have already said, but not thought about. Result – poor 
decisions, disengaged team. 
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7. Personality types not considered: Running meetings to 
suit you, those who speak loudest, or being unaware of 
different communication preferences, excludes people.  

8. Groupthink: When only one or two ideas come forward 
are assumed the only, or right, ideas and everybody 
engaged in the discussion agrees without thinking. The 
room has headed in a direction because nobody 
challenged the flow. Result – Poor decision making, 
reduced productivity, bad outcomes. 

9. Not enough detail: If the people in the room don’t 
have, or don’t share, the knowledge required to make 
good decisions, poor action gets taken afterwards (or 
projects never get implemented). Result – Poor 
decision making, bad outcomes, profit loss, poorly 
implemented projects, disengaged team. 

10. Unclear actions: Unless the actions and who’s doing 
them are confirmed, things are missed, done twice, 
done inconsistently, or the work isn’t properly shared. 
Result – Poor implementation, reduced productivity 

11. No team learning: If the team learn from the meeting, 
what was good/ bad/ to improve, future meetings can 
run more effectively. If not, the mistakes are repeated. 
Result –disengaged team, reduced productivity 

12. Forgotten follow up: Work doesn’t get done on time. 
Result – poor implementation, wasted time, 
disengaged team, frustration.  
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Where are your meetings going wrong? 
For each item, score your meetings out of 10. 
 

Why: All delegates know why they’re attending every 
meeting and can contribute to all discussions. 

 
 
 
P16 

Meeting focus: Each meeting has a clear theme and 
all attendees can contribute to all agenda items 

 
 
 
P18 

Advance agenda: Agenda and information relevant 
to decisions is circulated well before the meetings. 

 
 
 
P19 

Importance: Meetings always happen when planned, 
start on time, never get moved because you’ve got 
something else to do. 

 
 
 
 
P23 

On topic: Every meeting stays on topic 
 
 
P25 

All contribute: All attendees contribute, the fastest to 
respond don’t get more airtime. 

 
 
 
P35 

Challenge: All attendees are comfortable to 
challenge the perceived wisdom and frequently do. 

 
 
 
P44 

Personality types: The meeting is designed to 
include different thinking and communication styles. 

 
 
 
P37 

Detail: Decisions are taken with the right level of 
detail 

 
 
 
P32 

Summary: Every meeting, actions, by whom and 
when are clearly summarised at the end. 

 
 
 
P47 

Team learning: Each delegate says what was good/ 
bad about the meeting, before the meeting ends 

 
 
 
P47 

Follow up: Agreed actions are always followed up 
and completed.   
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You could use the checklist to focus your 
reading in this book, by reading the 
pages where you scored the lowest 
numbers. 

You may also find it’s a useful checklist 
for each meeting you run. Download a 
copy by scanning or clicking the QR code. 
  
The answer may be more meetings! 
 
I get it, I’ve sat through too many meetings and developed 
a visceral dislike of badly run meetings.  
 
When you read “have more meetings”, I felt your stomach 
knot up. I know you don’t have enough time, patience, or 
energy to spend more time in meetings. 
 
But that’s not what I said, I said “have more meetings” not 
“spend more time in meetings”. Shorter, better managed, 
and focused meetings will allow you spend less time in 
meetings. The following example is not uncommon. 
 

Jason, the operations director of a retail company, 
had five area managers (each had about 200 stores) 
plus his head office operations team.  

Monthly operations meetings were scheduled to last 
from 10-4. Meetings typically started with Jason 
discussing the issues he felt were preventing growth 
and “telling it straight” (his words) to individuals in 
the room where he felt it appropriate.  

Scan or click to 
download  
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Each area manager would then report on area 
performance, some took 5 minutes and some 35 
minutes. Each area manager presented different 
information, in different styles, although ended with a 
staff review. After (often during) each presentation 
team members interrupted asserting what should 
have happened or ‘demonstrating’ their own position; 
in effect waving their egos around. 

There was little the office based team members could 
contribute; “buzzword bingo” (a game for bored 
people in meetings, scoring overly repeated words) 
and other side discussions were commonplace. 

Later the meeting would move to what was 
happening in the office. Behaviours were similar, 
except the meeting turned into a field v office based 
debate. 

By about 6 Jason would ask what else his team 
wanted to discuss. This “any other business” section 
normally generated a repeat of earlier arguments and 
created many sub discussions where the room broke 
into about 4 mini meetings.  Some of the team left at 
this point with others suggesting they weren’t 
dedicated to the company. After an hour or so of 
fractious debate the meeting would close without 
clear actions agreed. 
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Jason realised team morale was low, problems were 
rarely fixed, and most project deadlines were missed. 
He asked an external facilitator to help. 

The structure of the meetings was changed, so there 
were more, but shorter meetings.  

Area managers now met weekly, using phone 
conferencing. These meetings had a specific agenda 
where they reviewed named performance indicators, 
progress and actions completed. Data reporting was 
done electronically prior to the call, so the meeting 
could be used to debate issues from the performance 
indicators. Each area manager asked for help on one 
element of the her/ his performance each week. Area 
managers became less defensive of their 
performance and more supportive of each other. 

Staff reviews were still done monthly, but these were 
now a specific meeting just for area managers and 
the meeting always ran to time.  

The office team now met weekly to review progress, 
without the area managers. The meeting was shorter, 
focused on office issues and project delivery. 

After some months less time was being spent in 
meetings and the team working together more. In 
addition projects were being delivered on time and 
store performance started to improve. 
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By breaking a long, unruly, meeting into several shorter 
meetings several things happened: 

 Each meeting had a smaller, narrower, agenda and 
discussions were actively managed to stick to that 
agenda. 

 Over time people naturally stuck closer to the agenda, 
as it became obvious how this helped everybody and 
clear when people’s issues would be raised.  

 All attendees could contribute to every meeting they 
attended, less time was wasted, and everybody’s 
contributions were more positive. 

 
A common problem is not engaging the right people, so 
some people are disengaged. They often find excuses not 
to turn up or become disruptive and less is achieved.  
 
Getting the whole team together and packing as much as 
possible into meetings doesn’t work! 
 
Lessons: 

1. Shorter meetings with a clear objective 

2. Only invite people into the meeting that are needed to 
achieve that objective. 

3. Clear agenda and don’t add anything else to it. 

4. Ban “Any other business”. Decisions about what gets 
discussed happen before the meeting, by inviting 
attendees to suggest agenda items, and including 
them (or not). 
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The importance of meeting preparation. 

Every ineffective meeting wastes the time of every person 
in the room (4 people for one hour, 4 hours wasted). 
Ineffective meetings also sap morale and creativity, further 
reducing business productivity. 

Good preparation improves the effectiveness of the 
meeting and saves time.  

“I don’t have time to prepare I’m too busy” 

Even if you spent an hour preparing, you’ve saved 3 hours 
of company time (using the example above). If you call a 
meeting, your role is to ensure it’s productive; doing so 
will improve your results.  

You might not have to do the preparation, just ensure it 
happens. 

What’s the purpose of your meeting? 

Your purpose is probably one of these (or similar): 

 Discuss 
 Engage 
 Learn 
 Inform 
 Agree/ Decide 

Unless your purpose is clear, the meeting is unlikely to 
work. Examining each of these points in turn: 
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Discuss: Why are you discussing? Discussion alone isn’t a 
strong enough reason to have a meeting, or to expect it to 
work. This causes many meetings to be ineffective. 

Engage: This sounds better, you want team to be engaged 
in what you’re doing with the business, project etc. But be 
honest; if you’ve already made the decisions you really 
mean “Inform”. If you want to learn from the team’s views 
and experience, you really mean “learn”.  

Inform: You want to inform your team; know they’ve got 
the same message and know “what’s going on”? If you 
want to save time versus telling everybody individually, 
consider saving more time using email, or recording a 
video. They’ll all hear the same message and it will take 
less time. “Inform” can be valid, especially for being 
upfront about hard decisions, but it’s chosen far more 
often than it should be. 

Learn: You want your team’s views on something, so you 
can learn from them and potentially change the action you 
were considering? As they possibly know what’s going on 
more than you (sorry) and will have views you can learn 
from, this is a good approach. It can help you get different 
perspectives, especially if you consider the introverts in 
your team. 

Agree/ Decide: You want your team to align around 
something, or decide on a course of action? That’s a good 
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plan as they probably know more about what’s going on 
than you and engaging them in the decision could 
improve implementation. Good debate like this will take 
longer to complete, so allow plenty of time. You’ll also 
save time if you give delegates time to consider the issues 
before the meeting. Send info a week in advance. If it’s 
important, it’s possible!  

Choose who to attend the meeting 

Only invite people to the meeting who can contribute to 
decisions and have the information required to inform 
those decisions. Having others in the room increases the 
likelihood of disruption and wasted time.  

Pete ran the Health and Safety team for the factory 
and other sites, most of his team were H & S 
specialists. Three others in his team had nothing to 
do with Health & Safety and worked on a remote site. 

Maria supervised this extended team and was invited 
to all Pete’s team meetings as she was very keen. The 
purpose of these meetings was clear, to discuss 
operational issues relating to health and safety in the 
factory. Briefing notes always went out early and the 
team came prepared to discuss what they’d read.  

However, the meetings were constantly disrupted by 
Maria, either asking questions about the reports or 
telling the team her unqualified views on the subject.  
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Each time Maria started to talk eyes would roll and 
people stopped contributing to the discussion, so it 
would end more quickly.  

When safety related incidents in the factory increased 
a few months later, Pete realised the quality of 
discussion and engagement in his team had fallen.  

He stopped Maria attending and spent some extra 
time with her on a one to one basis much to the 
team’s relief. Discussions quickly improved again. 

 

Having non-essential people in the meeting  
disrupts the meeting and reduces productivity. 

 

Getting information out early 

The agenda plus any information required for informed 
discussions in the meeting needs to be sent early.  

If the meeting’s purpose is to discuss a subject, maximise 
the time for that discussion. Never present data in a 
meeting that could be sent before the meeting. There are 
two reasons for and two normally given against this 
directive. Starting with the problems… 
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 “I don’t have time to send it before the meeting”. This 
common response doesn’t make sense. You are going 
to prepare the information before the meeting, doing it 
earlier takes no extra time and allows everybody to 
make the meeting more effective.  

 “They won’t read it until they’re sitting in the meeting, 
so there’s no point”. If the information is sent early 
enough some will read it, thus improving the meeting. 
When you choose to allow this excuse, you’re making 
your meetings less effective. Managed properly even 
those most likely to “wing it” will review the material. 
Allow meeting time to be spent reviewing issues, not 
sharing data. 

 Utilising the time when the team is together most 
effectively means not doing things they could do on 
their own (e.g. reading background information). That 
creates more time for discussion, shared 
understanding and decision making. 

 Introverts are 30%-50% of a typical team and their 
preference is for internal processing. They don’t debate 
something as effectively if they’re still learning about it. 
If you want the views of the more detail conscious 
members in your team, give them time to absorb the 
information. 

Sending agenda and supporting information a week 

before meetings improves effectiveness across the team. 
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Choosing a real or a virtual meeting. 

Modern technology makes it easy to hold meetings 
without travel. The “lockdown” of early 2020 led to more 
acceptance of remote meetings and technology makes 
them ever easier to run. 

The main features of effective meetings are the same 
whether virtual or face to face. Although virtual meetings 
have a few extra points, discussed in chapter 5. 

Factors to consider when choosing virtual or face to face 
are shown in the table below.  

Face to face meetings 
 
 Pre and post meeting 

team bonding more 
effective 

 Better at helping a new 
team develop trust 

 Better communication of 
nonverbal language. 

 A serious location can help 
add gravitas to a meeting 
and create more focus 

 Holding attention in longer 
meetings 

 Creative meetings and 
those that involve physical 
activities 

 Preferred by many 
extroverts 

 
 
 Travel time can be 

excessive. Compare 
meeting time/ benefits 

 Being face to face doesn’t 
guarantee everybody is 
engaged 
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Virtual meetings 
 
 Good for short meetings 
 Reduced travelling time 
 Easier to control and stick 

to the agenda 
 Easier to involve expertise 

you wouldn’t be able to 
invite face to face 

 Polls can gather data from 
a wider audience 

 Easier to fit meetings into 
diaries 

 Share files and data more 
easily 

 Some introverts report 
they prefer the more 
controlled meeting format 

 
 

 
 
 Can be harder for some 

people to contribute 
 Debates can be less 

lively 
 Technology can interfere 

with the message 
 Some people don’t like 

virtual meetings. 
 Personal issues can 

distract people more 
easily 

 Technology can make it 
harder to interject and 
trying to contribute more 
frustrating 

 More emotional effort to 
appear interested 

 Harder work to interpret 
body language and tone 
of voice. Introverts may 
be more affected by this 
than extroverts 
 

 

The best choice depends on subject, team, and the 
meeting’s purpose. Changes in technology and people’s 
perceptions mean virtual meetings can be highly effective. 
It makes sense to use both formats for different reasons at 
different times. 
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Inconsistent importance 

Your team learn from what you say, but also what you do. 
Many businesses have a culture where meetings start late, 
have last minute changes of subject and review 
performance inconsistently (sometimes not even 
bothering). In many firms the manager frequently cancels 
or postpones meetings at the last minute, this inconsistent 
importance can affect your team’s performance. 

When meeting times or dates are often changed at the last 
minute, previously critical review information is ignored, 
strategic direction is considered less important than 
“today’s problems” and people are allowed (or not) to go 
over time/ not contribute – team members tend to reduce 
the importance of the leaders instructions and words. 

Graham ran a thriving accounting firm. However, he 
struggled to get commitment from his staff, was 
working ever longer hours, getting increasingly 
stressed and wondering if the hassle was worthwhile. 

His leadership team reported things differently. They 
didn’t understand what he wanted them to focus on 
and were forever “fire-fighting”. They reported 
meetings were often rescheduled or cancelled at the 
last minute, as a result they believed their 
contributions were unimportant.  
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He would start a drive on one area of the business 
one week, announce it to be the most important thing 
for them to deliver (along with some weekly targets) 
change it two weeks later, forget it for several months 
and then ask why it wasn’t fixed.  

From their perspective he would ask them to take 
something over, not pass over the information and 
appear to have forgotten it a couple of weeks later. 
They quickly learned to ignore his efficiency drives. 

After four months of externally facilitated weekly 
meetings with his senior team using a standard 
agenda and following up on actions, performance in 
the firm picked up. Graham was then able to focus 
more on the future (and going home less stressed). 

 

On asking 50 people in businesses of various sizes 63% 
reported this example as one they’re experienced1. 

It’s not just what you say,  
how you act informs staff perception. 

Consistency counts when training others to respond 
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Running meetings to include the whole team 

All meetings work better if somebody helps participants 
achieve the meeting’s objective. That person may be part 
of the meeting (especially if there’s only 2 people meeting) 
or separate to the meeting.  

 

 

 

 

 

 

 

Andrew had a few minutes spare, so called a team 
meeting. The team had five minutes notice. He said 
he wanted ideas on requirements for a new Finance 
Manager, then sat quietly. 

The team considered the question silently for several 
minutes before the newest member of the team gave 
her views. She moved rapidly away from the subject 
and pointed out three other issues that needed urgent 
fixing (which had been discussed and agreed twice in 
previous meetings). Her monologue was interrupted 
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after 15 minutes and she again repeated that the 
Finance Manager was not the issue.  

Andrew sat in silence. After 50 minutes one of the 
team members said they needed to go home and 
most of the team dispersed.  

Frustratedly Andrew told me the next day that the 
team had no useful ideas about the Finance Manager. 
Various team members also expressed their dismay 
to me and reported how common this was.  

 

Nobody facilitated Andrew’s meeting, which is a large part 
of where it went wrong. To facilitate is “make to a process 
easier", achieving the meeting’s objective more effectively. 

A good facilitator manages the group to meet their 
objectives, with good participation, clear thinking, and 
engagement from all. They concentrate on the agenda, 
timing and getting everybody’s views into the room.  

If nobody is nominated the team normally expect their 
manager (or other strong minded person, possibly with 
their own agenda) to manage the meeting. 

It doesn’t have to be ‘the manager’ who runs the meeting.  
The manager who “owns” the meeting is often more 
interested in listening, or participating, than running the 
meeting (like Andrew).  
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Meetings are often more effective when the manager does 
not facilitate the meeting. You could nominate, with 
preparation, any member of your team. Here’s 10 ideas to 
help. 

 

Many teams have a different team member 
facilitate each meeting. This allows everybody 
to develop skills and respect the facilitation role. Meeting 
productivity normally improves when this is done well.  

If it’s an important meeting it may be worth having 
somebody from outside your team facilitate the meeting, 
(from another team, or an external facilitator) as they’re 
more impartial and focused on the meeting.  

Scan or 
click to 

download  
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10 golden rules for facilitating meetings 

1. Start on time: Don’t wait for persistently late people or 
allow pre-meeting chat to overrun. Train your team to 
respect their time. 

2. Check in: A quick comment from each person, e.g. what 
they want from the day and one good thing since the last 
meeting. Short and positive. 

3. Review outcomes and agenda: Confirm the meeting’s 
objective, end time and procedure for breaks, emails etc. 

4. Stick to the agenda: The agenda was the most important 
items when the meeting was set up and at check in, so 
stick to it. Agree a time for each item. If a discussion is 
running out of time, ask the team what they want to do (e.g. 
extend and cut something else, or end the discussion).   

5. Control tangential discussions: Use the simple rule – 
one debate at one time, serving the meeting’s objective.  

6. Ensure everybody can speak: Watch people not 
speaking for signs they want to contribute, especially those 
who don’t speak often. See page 35 

7. Hold back louder people: Allowing talkative people to 
keep talking prevents others from contributing. See active 
closing techniques on page 34 

8. Listen actively: Ensure people are clearly heard, aren’t 
repeating themselves and the meeting achieves its 
objective. See page 43 for the three D’s of Active Listening 

9. Control the pace of the meeting: Energise or calm  
the meeting if needed, see page 29  

10. Closure: Summarise actions, give everybody 30 seconds, 
1 thing they’d change and 1 good thing about the meeting. 
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Control the pace and energy of the meeting. 

Slow or ponderous meetings will lose delegate’s attention. 
The quick thinking extroverts who often provide high level 
ideas and energy are likely to lose attention first.  

Three things commonly slow the meeting down; delegates 
are tired, the meeting is delving into too much detail, or 
it’s off topic. 

Tired delegates make unproductive meetings. The 
facilitator’s role is to monitor energy levels and act. 
Sometimes that’s just signposting – “we will be taking a 
break in 10 minutes, just before that please….”. 
Alternately you could add an extra break, change the 
format of the discussion, ask each for one recommended 
action, vote, or ask all the team what they’d like to do. 

Interrupting a discussion to summarise and then asking 
for the one action that’s needed can change energy levels. 

When one person needs to stop for a comfort break, 
declare a break for everybody and name the restart time. 
This “one stops all stop” rule helps keep focus and stops 
people using the “excuse” of a comfort break when they 
are losing interest, want to do emails etc. 

Having plenty of signposted breaks in the day reduces the 
urge to check phone messages, emails etc. in the meeting. 
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Icebreakers and meeting energisers can be a useful tool, 
keep a list of ones you find effective. Googling “meeting 
energisers” gave me 29,500 results, so there are more 
examples than I could include in this book, find ones that 
suit you and your team.  

It’s important to match the energiser to the team, meeting 
style and purpose. 

Some years ago, the team I worked in were meeting 
for our annual strategy review. 

Jan, our external facilitator, started by telling us how 
exciting and energising we’d find the next two days. 
She spent very little time telling us about content, just 
how we should be feeling. 

She must have seen glum faces in the room as her 
next move was to tell us she’ll help us feel like that by 
guiding us through some jumping jacks and 
energising exercises. Two sheepishly complied, one 
energetically joined in, three stood up and did 
nothing. The energiser didn’t suit the team culture. 

Next was a “mental energiser”, where each team 
member had to reveal one thing about themself. This 
type of exercise can help a team to gel, but it needs 
careful handling as some people don’t like ‘personal 
reveals’. The team were mainly introverts and I’m 
afraid to admit Jan made it extremely easy for me to 
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say, “I’m an introvert and hate being told how to feel 
and to show how I feel”. It wasn’t positive, I’m not 
proud, but I suspect it showed exactly how I felt! 

 

Don’t spend your time trying to make introverts show 
feelings and express themselves; spend your energy 
making them feel safe, then they may open up. When they 
do, support them and you’ll have converted them to your 
cause. How do you feel about being told how to feel and 
to show how you feel? 

Match meeting energisers to team culture  
and type of meeting. 

Slowing the pace of the meeting or cooling the heat of a 
discussion can be equally important in meetings. 
Tactically signposting an upcoming break and giving a 
summary can help you regain control. Keep control by 
saying what you’ll do with the content of the discussion or 
get the meeting’s owner to say “what’s next”. In that way 
the owner (or you) put their authority into the room to 
move the debate on. If you are going to close a debate in 
this way, ensure everybody who has had their say first.  

If the meeting becomes overheated, you risk an argument 
starting, which is harder to calm down. Arguments also 
disengage those who aren’t taking an active part (often the 
quieter people).  
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Recovering from an argument follows the same steps as 
calming the room, but you may need to be more calmly 
forceful. 

1. Ask all to stop  
2. Summarise the debate fairly, so it’s clear everybody’s 

point has been heard 
3. State how you’ll proceed (what next), after the break. 
4. On resuming summarise the meeting objective, 

discussion so far and what’s next. 

The right level of detail. 

Prevent the meeting from getting mired in detail, by 
considering who is contributing. If the meeting is 
discussing detail that more than one person can’t 
contribute to, something is wrong. It’s either the wrong 
meeting for those people to be in, it’s totally irrelevant, or 
you need to get the group to sort the detail in a separate 
session and report back. 

Alison’s meeting was going well even though 
Winston was one of those people who always needed 
to be heard.  

The group started discussing how people’s average 
score was calculated. Winston was insistent score 
was total credits divided by number of weeks 
(excluding Christmas), others in the team believed it 
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was a simple average. Nobody knew the right 
answer, which didn’t affect the overall score. 

Alison tried to move the group on three times, but 
Winston was insistent the detail was needed. The 
meeting became more fractious and Winston more 
aggravated. 

The fourth time Alison tried something different. She 
stopped the debate, thanked Winston for his attention 
to detail, summarised his points, then summarised 
the other side of the debate. She then allowed the 
group to choose whether to debate this another time 
or just move on. Nobody, including Winston, wanted 
to talk about it anymore. Winston was happy as his 
attention to detail had been acknowledged. 

If the group can’t all contribute to the level of detail – 
move the meeting or debate it in a smaller group on 

another day. 

The opposite can also be true. If the group can’t answer 
relevant questions about detail, or skip them, you may 
need to challenge and ask questions to see if they have 
enough detail to implement their proposals. Questions like 
“what could go wrong”, “who in the business would want 
to see more detail” can help; allowing the detail conscious 
people space to talk can also prompt the team to get more 
information.   
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Active closing techniques. 

When running meetings sometimes you’ll need to stop 
somebody from talking so others, or you, can talk. That’s 
when you’ll need to actively use closing techniques. 

If one or two people dominate the discussion it’s likely that 
others will switch off and take no further part, or the views 
of quieter team members won’t get aired. Introverts 
typically won’t bother adding to a discussion when they 
feel their view isn’t wanted. In which case the meeting has 
become unproductive. 

This is especially relevant when those views are quite 
different to, or based in more detail than, the views 
already aired. This normally results in poor decision 
making and a lack of commitment to the meeting’s output.  

Wait till the speaker pauses for breath, or just interrupt. 
Summarise their main points, so they know they’ve been 
heard, thank them, then move the meeting on. The 
following sorts of phrases can be useful: 

“Peter, that’s really useful, thank you. The main points you 
made are (summarise)”. Having summarised you’re in a 
good position to move the meeting to where you want it. 
You might want to ask somebody else for their view by 
naming and asking a specific question of them, or just 
move on. 
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Peter, if I can interrupt, that is a great thought. Do you 
have any recommendations of how we can implement that 
strategy?" 

"Sorry to interrupt, but in the interest of time…" or 
"bringing us back to the agenda" can work, without 
sounding too harsh. 

It’s unlikely, assuming you were polite and heard what the 
person has to say that you’ll cause offence. 

“In a meeting if you actively ask an extrovert, like me, 
to stop and hold my thought while you ask for 
another view it’s very unlikely to bother me at all. In 
all likelihood my point will get made later or has 
already been made anyway. But this will allow one of 
the more detail conscious members to talk.”  

Vicky O’Farrell – Award winning personality profiler 

 

Getting quieter people to speak 

Most meetings need all delegates to contribute their views 
to achieve their purpose. If you want to understand the 
detail, get buy in to an issue, learn from something the 
company has done, or review strategy, the output will be 
better if the views of the whole team have been part of the 
process. If that’s not true, why are they in the meeting? 
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Understanding what prevents the quieter team members 
speaking will help you get them talking.  

 Shy: Shy team members may feel uncomfortable 
expressing their views. Gentle questioning, encouraging 
them, holding back other delegates, and thanking them 
afterwards help. Encouraging them before the meeting in 
a one to one discussion also helps. 

 Don’t believe their response adds value: Many people 
(and 70% of introverts3) are less likely to share their 
thoughts if they don’t feel they’re valued (unless they feel 
very strongly about them). Getting the room to realise 
the importance of diverse views will help. 

 Believe there’s no space in the discussion. Some people, 
especially introverts, take longer to answer questions and 
are put off if they think “instant responses” are required. 
Rewarding quick responses recognises the slower more 
detailed response less, becoming a self-reinforcing cycle. 

 Turned off by the discussion. If a discussion contains too 
much, or not enough, detail (in the eye of a delegate) 
they may not contribute. Guiding the group to the “right” 
level and helping group members see how this is the 
right level will help individuals consider their 
contribution. Introverts in a team tend to be more aware 
of detail and ca be put off when there’s “not enough 
detail”. 
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Allow for different personality types 

Different people think and communicate in different ways. 
Your role when running meetings is to bring these 
different types together helping them respect, listen to and 
understand each other. You can achieve this in the way 
you set the meeting up, by stopping people talking over 
each other, and many of the techniques already covered. 

In many ways the simplest personality framework is 
introvert / extrovert, which this book is written around. The 
simplest framework allowing the greatest impact is 
normally the best one to use. 

A theme throughout this book is engaging all the team in 
meetings, not by treating introverts differently, but getting 
the most from your whole team by being aware of the 
communication preferences of them all. 

“We have a conversation about things like Introversion 
and Extroversion as if there’s a right and a wrong answer. 
If we can just accept we are different, and work on how 
our differences can be an advantage, we will be more 
successful.” Clare Haynes, Wildfire. 

Extroverts tend to engage naturally; tend to like talking 
and sharing their views, which is why this book focuses 
more on introverts.  Introverts are generally happy 
contributing to meetings where they believe their views 
add value and there is space in the discussion for them. 
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There are many other personality profiling tools available, 
some such as DISC are well known, others may be more 
complex and less well known. 

“Communicating to somebody in the style that most suits 
them is more likely to work than communicating in your 
favourite style.”   
Vicky O’Farrell, Expert Personality Profiler. 

Use the framework you’re comfortable with, it doesn’t 
matter which framework you use if you allow for different 
communication styles and help them talk to each other. 

The next section will help you to activate the introverts in 
your team. 

Coaxing more from introverts.  

The first section of this book covered meeting preparation. 
Sending materials out ahead of the meeting gives more 
preparation time, which allows introverts to process their 
thoughts. 

A clear meeting structure helps introverts (and many 
others) prepare for and know where their input is wanted, 
so you’re more likely to get it. So, follow the agenda, show 
it being used and control long, off agenda, monologues.  

As the facilitator actively checking the group has enough 
detail to answer questions accurately helps prompt the 
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more detail conscious team members to contribute and 
show their input is valuable. 

You may need to hold back excess contributions from 
some team members to encourage points from introverts.  

You could ask a question you know an introvert is likely to 
answer, specifically ask a question of a named introvert 
(being careful not to embarrass them and put them off) or 
even tell everybody in the room that in 5 minutes time you 
will expect everybody to give a 30 second answer to the 
question. In that way extroverts don’t get longer than 30 
seconds and introverts have time to process their 
thoughts, answer the question and everybody is heard 
equally. 

Use quick fire questions carefully, “rewarding” the fastest 
person to shout out an answer can disengage introverts.  
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Brainstorming relies on quick fire answers, so it favours 
extroverts. You might choose to use a written techniques 
with sticky notes instead.  

The full version involves getting each person to write out 
one word answers on sticky notes, giving the team time to 
write them and put them onto a wall. Then get the team to 
group similar notes together and then draw people into a 
discussion by asking them to summarise and add to 
certain parts of the resulting ‘diagram’. You could simplify 
this to suit your situation. 

Writing has the benefit of slowing the meeting down so all 
people are thinking quietly. This normally generates more 
options and encourages introverts. Grouping the notes 
involves everybody, introverts are more likely to verbally 
contribute when they’re already involved.  
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Summarising somebody’s point and highlighting the 
specific part you liked is a good way of letting them know 
you heard it and approve; this helps build confidence if 
needed.  

Following up with a question can help to build on this 
effect but allow them to answer. If you jump in when 
they’re slow to answer, or allow others to answer for 
them, it will undo the gain in confidence you just created.  

Nobody likes being talked over, introverts tend to dislike it 
more and react by not saying as much next time. 
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Active listening 

Listening to everything is not always enough. Our brains 
often insert our own experience into what we hear, active 
listening helps reduce that effect. Also it’s not enough to 
be listening well if the person you’re listening to doesn’t 
know you’re listening.  

The meeting had had been going well until we got to 
the issue of new contracts, where it became more 
intense and complex. Dennis kept making his point 
and didn’t want to let it go. John clearly explained the 
opposite argument, which started Dennis off again.  

John’s argument made more sense and would help 
us implement the project. My plan was to open the 
debate with practical implementation steps (based on 
John’s points) after lunch.  

Over lunch John quietly sat alone. I asked him what 
the problem was. He was upset as he didn’t think I 
liked his idea and no longer wanted to contribute. I 
hadn’t let him know I’d been listening to him. 

 

If the person you’re listening to doesn’t know you’re 
listening, they may feel unheard and stop contributing. 

Active listening is the skill of listening well and being 
recognised as having listened.   
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The 3 D’s of Active Listening 

Display that you’re listening 

 Use body language to show that you are listening; 
look at the person, facial expressions, nodding, etc. 

 Use nonverbal language to indicate you’re listening, 
Umm, aha, etc. 

Dedicate your thinking to listening. 

 Don’t listen to rebut their points, listen to 
understand their perspective and what makes it true 
for them. 

 Don’t think about other things while listening. Keep 
your mind clear so you can hear. Repeating back 
their words inside your head can help.  

 Be aware of your emotions as you listen. If you find 
yourself reacting emotionally, you might 
unknowingly filter their words. Say something like 
“I may not understand you fully, as I initially took 
some of the points personally. What I heard was…., 
is that correct” 

Demonstrate you were listening. 

 Summarise the key points they made, using their 
words, then overlay that with a summary in your 
words. 

 Ask questions to clarify and ensure you’ve heard 
them correctly.  
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Active listening is tiring, which is another reason 
facilitation isn’t always best done by the meeting owner.  

Active listening means the room know you’ve heard them, 
reducing the chance of people needing to repeat 
themselves. It also increases team member’s confidence 
to contribute. 

Knowing they’ve been heard reduces  
a person’s need to repeat themselves  

and decreases the likelihood of emotional responses. 

Challenging perceived wisdom 

Business meetings often occur when things are changing 
(performance slipping, competition improving, etc). If 
things are changing in, or outside, the business the 
perceived wisdom may no longer be right.  

If you want different views in the discussion, it’s important 
people feel comfortable to challenge how things are done. 
Some people are always happy to do so, where others 
may be less confident. 

 Make it clear that challenges are welcome 
 Ask for challenges or ask questions that pose opposing 

views. 
 Thank those that challenge so they feel good about 

doing so, even if their challenge is discussed and later 
dismissed. 
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 Allow people to express their view, without interruption 
or criticism. That’s not the same as allowing them to 
keep repeating it! 

If their point is unclear summarise it. If they start to ramble 
you may need to summarise and get them to complete 
more quickly. If they keep repeating the same issue, which 
the room doesn’t want to discuss further, summarise, 
thank and then you may need to tell them!  

If you want challenges you need to let people speak, thank 
them for being brave enough to challenge and help them 
feel good (whatever you thought of the challenge). 

The dangers of groupthink. 

One of the great powers of a team is to use their diverse 
views and create better, more sustainable, and resilient 
outcomes as a result.  

One of the dangers of team based decision making is 
groupthink. Groupthink occurs when the team don’t take 
on board diverse views and only consider one view. The 
whole group starts thinking in the same (flawed?) way.  

This can occur if the team leader is too influential and the 
team are unwilling to challenge, if the culture in the 
business discards certain views, or when a couple of 
dominant voices go unchallenged in the discussion.  
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It’s quite possible that quieter team members don’t say 
anything when the team starts to “groupthink”. As the 
facilitator look out for these times, then encourage the 
group to hear and consider the dissenting voices.  

Be aware of the different personalities in the room and the 
value of getting them to contribute.  

When there’s been no challenge to a set of thoughts, ask 
questions like “what would happen If this wasn’t true”, or 
“how would the results change if ….”,  

If you are the leader of the group, consider keeping your 
views to yourself until a range of items has been 
discussed. Then the group can’t just play “follow the 
leader”.  

When a group comes to a decision very quickly, with little 
debate, it could be an example of groupthink. Challenge 
the group to consider some opposing views or ask one of 
the them (specially a respected, or quiet team member) to 
play “devil’s advocate”.  

In a room of people who are thinking in the same way, 
encourage different personality types, or differing views, 
to slow the group down. Diverse thinking may feel more 
painful but leads to more resilient results. 
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Ending the meeting. 

Good professional speakers know the ending of their 
presentations are more important than the middle because 
it gets remembered and strongly influences follow up 
action. Ending your meeting with a clear summary of 
actions helps the group focus on next steps.  

Getting delegates to tell everybody else their actions is 
more effective than you telling them what to do. You can, 
of course, add to the list if somebody missed an important 
action! 

Always reserve time to close the meeting by summarising 
the actions, don’t be tempted to simply email the actions 
afterwards. Then summarise the meeting. A positive 
ending to the meeting helps morale and productivity.  

A good method is to work around the team asking each to 
briefly deliver three answers: 

1. What was the most useful thing you learnt? 
2. What would you change about the meeting for next 

time? 
3. What three actions are you committing to the team to 

deliver? 

This helps reinforce that different views exist and 
acknowledges feelings in the room.  



Chapter 3: Engaging the whole team 

Page 48 of 67                                                    Running meetings that make things happen. 

Having heard the feelings of the room, a few positive 
words from the leader, summarising the meeting and 
acknowledging the power of diverse views reminds the 
team to recognise those different views. 

This checkout process is equally, if not more, important in 
virtual meetings. In virtual meetings people tend to move 
more quickly to their next appointment. In face to face 
meetings there tends to be some conversation on the way 
out. 

Introverts and meetings 

A theme throughout this book is the importance of getting 
the whole team to contribute in meetings and how this 
increases effectiveness.  

A third of businesspeople surveyed3 reported they’re less 
productive than they could be, the majority of this group 
were introverts. Meetings are not only an area which tend 
to favour extroverts, they’re also a major element of 
communication, discussion and decision making in most 
businesses.  

This isn’t a book about introversion, but a summary of 
introversion may be useful here to explain the main points 
about managing meetings to engage the whole team 
(including introverts) and show why introverts make good 
facilitators.  
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A misconception about introverts is that they dislike being 
in groups. Most introverts like to be part of good, 
cohesive, team where they contribute. As part of that team 
are keen to contribute to the effectiveness of the team. 

Another common misconception is that introverts are shy. 
It’s true that some introverts are shy, there are also shy 
extroverts. Defining points about introversion are internal 
processing of thoughts and that being in groups of people 
tends to deplete their energy.  

A third common error is that introverts don’t like to 
verbalise their thoughts. Introverts are no more, or less, 
likely to lack confidence than extroverts. Introverts will 
want to make their point. However, they are less likely to 
bother doing this if it’s perceived (by them) as irrelevant or 
unwanted.  

Techniques discussed earlier such as holding back the 
louder voices(p34), keeping the meeting close to the 
agenda and actively encouraging them to make their 
points (p35) will add to the diversity of the team’s 
discussion and resilience of decisions made. 

80%3 of introverts are not likely to see egotistical 
behaviours and hogging conversations positively. 
Controlling these behaviours will make your meetings 
better for the whole team, especially the introverts. 

  



Chapter 3: Engaging the whole team 

Page 50 of 67                                                    Running meetings that make things happen. 

The introverted facilitator 

Introverts tend to be good listeners as they think things 
through first (internal processing), before voicing their 
opinions. They normally seek to understand others before 
seeking to be understood. 

This can help them build good rapport with people and is 
a reason they make good facilitators. Adding this to their 
willingness to contribute to the team, increased comfort 
when they have a nominated role in the team, and their 
comfort with details, can make them a good choice to 
facilitate meetings in your team. 
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Meetings and the small business. 
 
Good small businesses have a strong culture, are very 
responsive to client needs and reactive to changes in the 
marketplace. Their smaller size can also make them more 
susceptible to having poorer systems, confusing overlaps 
in job roles and more client based issues (such as 
debtors). Alignment in the team and understanding of 
what’s happening inside and outside the business help to 
strengthen it and make it more responsive. This is 
normally best achieved with well-run meetings. 
 
The owners of many small businesses don’t enjoy running 
meetings and quite possibly don’t run enough as a result.  
 
More importantly the meetings are often poorly run and 
don’t serve the business well.  
 
Running your own busines can be stressful and hard work 
It’s not uncommon for the owner to wonder why they’re 
doing it at times. I’ve seen the following story many times 
in different businesses. The names have been changed, 
but the details are the too common. 
 

Alan was a lovely guy, not too pushy and had a 
business that he was comfortable with. 

His business coach had persuaded him to grow it and 
eventually he got to the point where he taken on 9 
staff. Turnover had certainly increased, but he felt as 
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if he was working harder and getting more stressed 
simply so that he could give nine people jobs. 

The staff were genuinely nice. They did what they 
were required too, but nothing extra. There was no 
buzz in the business and Alan was getting drained 
from having to provide all the get up and go. He 
wondered why he bothered. 

His coach explained that his team weren’t engaged or 
aligned behind an exciting vision and they needed to 
know more about the business. He was told to start 
having regular team meetings to share what’s going 
on and get the staff behind the vision and values. 

Alan isn’t a natural at this stuff but did what his coach 
told him. He shared key figures, he gave them the 
vision and he made it clearer what they had to do. 
After three months the only difference to Alan’s life 
was that he was now losing another hour a week 
running meetings.  

He thought to himself, surely, it’s easier to give a 
shampoo and set to my grumpy large long haired 
Persian cat (I wouldn’t like to try that!). 

His coach told him to ask more questions and hook 
people into answering, to improve engagement. So, 
he did. He was really pleased when a couple of his 
team started talking and answering questions. He 
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encouraged them, soon they were giving ideas to his 
problems and almost taking over. The meetings were 
now livelier.  

He felt better but realised after another month that 
still nothing had changed. In fact, three of his team 
seemed to be worse. They had less get up and go, 
less initiative, and less life than before. He was 
especially surprised about Pip; she had always 
seemed like his best worker and consistently got the 
best feedback from her clients. Her feedback was 
dropping off; it wasn’t bad, but was lacklustre. 

One quiet day when only Alan and Pip were in the 
store, he decided to ask her about the meetings and 
how she was feeling.  

“To be honest Alan, I am fed up. Fed up of pointless 
meetings, where I could be getting on a helping 
clients; fed up of not being listened to and fed up of 
the drivel that gets talked about in the meetings, 
which have no detail and can’t be implemented.” 

“But Pip, I would listen, you don’t say anything” 

“I have given up trying, it’s obvious that you like the 
responses from Luke and Jake; you ask them for 
more ideas and when I try to add anything all I get is 
‘yes but’ we don’t need all that detail.’ 
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Alan was stumped and now didn’t know what to do. 
Promising Pip he valued her and did want to hear her 
views he headed home more worried than before.  

He obviously had a bigger problem than he thought. 
Tired of it all he decided to serve less clients and 
reduce the size of his team. It would be best to lose 
the three quieter ones. If things got better again he 
could regrow and find more staff energetic and 
bouncy staff like Luke and Jake (even though their 
client feedback had never been as good and they 
didn’t always document things as they were 
supposed to). 

He had the next day off as he was going scuba diving. 
The drive to the coast was quiet and I could tell he 
was thoughtful. After a day under the English 
Channel he looked more relaxed and I asked him 
about it on the journey home. He told me and asked 
what he should do.  

What would you have told him? 

In my normal style I didn’t directly answer him but 
asked a lot of questions. Alan worked out that Luke 
and Jake were extroverts and that Pip (and two 
others) were introverts. He hadn’t realised this before 
as they weren’t shy, quiet people. In fact, they were 
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good trainers and took positive, chatty, control of 
their clients. 

Misunderstanding what an introvert is, is quite 
common. How would you define an introvert? 

 

There are two important ideas to remember when 
considering introvert: 

1. Energy 

2. Processing  

Over the next couple of days, he pondered ‘this 
introvert thing’ and looked up strengths of introverts.  

What strengths would you have given Alan?  

 

 

Survey data3shows the most common answers to the 
question are: 

~ Detail conscious 

~ Well thought through answers and plans 

~ Good listeners 

~ Good at asking questions and summarising 
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That made sense, as Pip and the other two had 
always been much more detailed and were much 
better at asking questions rather than just talking at 
clients. Plus, they were more likely to complete online 
client follow up forms and other details as he wanted 
them to. 

He also saw what could be considered some of the 
drawbacks. They tend to pause and think, rather than 
give quick answers and that they won’t bother 
contributing if they think their views are not likely to 
get used. 

He held back thinking about his redundancy 
programme as he started to understand what might 
be going on.  

He realised Pip and the other two introverts felt less 
rewarded and less relevant. They weren’t going to 
“compete” with the snappy quick responses and 
facile (their words) answers in his new livelier team 
meetings. He realised that he, Alan, had created his 
own introvert productivity gap, while trying to do all 
the right things. 

He vowed to take four actions to improve things: 
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1. Give the gift of time: One of the most common 
areas to improve in firms are meetings. He 
started sending out agenda, data, and objectives 
before meetings to allow the introverts to process 
their thinking and prepare before the meeting. 

2. Zip it: He made himself zip it and give the 
introverts time to respond to his questions, 
realising how annoying it must be to be asked a 
question, create a good answer and then be 
talked over.  

3. Hold back: By being a stronger facilitator he 
would hold back comments from the extroverts 
and allow the introverts time to engage. 

4. Write it: At times when he wanted feedback and 
discussion in group situations, he made more use 
of writing as an input method. Allowing introverts 
to process their thoughts at the same speed as 
the extroverts (who by writing were giving more 
detailed answers). He used flash cards, chat 
boxes and polls in virtual meetings rather than 
just having people call out and reward them for 
doing so. 
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These actions and creating a culture where 
everybody does similar help individuals to appreciate 
each other’s differences. They’re an effective way of 
improving business performance without spending 
extra time or money. 

Alan worked on this and started seeing differences 
very quickly. All the team started to engage in 
meetings, even the introverts.  

Luke and Jake didn’t really notice at first, even when 
he asked them to let others speak. After a couple of 
months when the whole team started working 
together on issues, they commented how good it was 
to all be working together more. 

After another couple of months, results were picking 
up. He decided to keep all the team.  

He felt less stressed as they started to “go the extra 
mile”, repeat business picked up and add on sales 
too.  

He started getting more return for having spent all 
that time growing his business. 

Involving the whole team takes effort and time,  
but does deliver better business results. 
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Making virtual meetings work for the whole team. 

Everything that makes face to face meetings more 
effective also improves virtual meetings. However, there 
are extra points to ensure remote meetings work well. As 
there’s less travel, less costs, and other benefits to a 
virtual meeting it’s a fair trade off.  
 

 
 
A facilitator (page 26) is even more important in virtual 
meetings as it’s easier for people to talk over each other 
and lose interest when they can’t speak. Somebody also 
needs to manage logging in. 
 
The easy thing is for the account holder of the software to 
be the facilitator, as they have administration rights for the 
meeting. They may not be the best person to facilitate and 
you don’t have to run your meeting like this. Most systems 
allow you to assign co-hosting rights to other people. 
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Before the meeting use the meeting checklist on page 11 
and share your “meeting rules”. A couple of extra meeting 
rules for virtual meetings might be:  
 
 Use mute: Ask people to stay on mute unless they’re 

talking, this reduces the background noise. 
 Hand raising: Ask people to raise their hand if they 

want to talk. If your meeting has more than 7 or 8 
participants, it’s a good idea to stop everybody talking 
at once. Most systems have an electronic version of 
raising your hand, although sometimes it can be fun to 
interact differently. Physically raising your hand, or 
having a coloured card to raise, can make the meeting 
seem less dependent in technology, if there’s not too 
many people present. 

 
Because of the extra effort of listening and speaking send 
out the agenda and any “pre-read” early. Everybody trying 
to jump in and discuss something they’re seeing for the 
first time in the virtual meeting is even more disruptive 
than in face to face meetings and will exclude team 
members (specially the introverts). 
 
Making a virtual meeting run smoothly involves extra 
effort, and a lot of this falls on the facilitator. As facilitator 
the following points should be considered, to ensure the 
meeting is productive. 
 
 Actively manage who’s talking. Because of the way 

many PCs pick up and transmit sound there can be a 
slight delay when you try to “but into” a discussion. 
This delay can mean the other person doesn’t hear you 
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and keeps talking or can lead to those who want to 
interrupt to raise their voices, then the whole meeting 
gets louder (Lombard reflex) and more tiring.  

 Watch out for interruptions: If you think someone was 
interrupted before getting a chance to finish, invite 
them back into the conversation, “Alan, did you have 
any additional thoughts on that?” 

 Name people you want to contribute: Your normal role 
as facilitator is to ensure everybody contributes. In a 
virtual meeting you may need to work a harder at this. 

 Use different modes: Most systems have polls, voting 
buttons or chat boxes as well as talking to camera. 
Mixing it up can hold attention for longer and energise 
the room. A simple yes / no vote can shorten 
discussions. A multiple answer question covering part 
of a discussion can be a useful summary 

 Don’t record the meeting unless you need to. If the 
meeting is recorded some people may be less open 
with their contributions, making it harder to get a deep 
understanding of the issues discussed. If you record it, 
ensure everybody knows. Unless you normally record 
face to face meetings, why would you change? 

 Tech failure: Have a plan for when people can’t be 
heard or have other technology problems. Make sure 
everybody knows what it is. 

 More breaks: Virtual meetings tend to be more draining 
than physical ones, partly because we concentrate 
harder to make up of a lack of body language and 
ensure we hear properly. As a result, it’s a good idea to 
have more regular breaks and mini energisers to keep 
energy levels up. 
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 Be inclusive: You’ll need to work harder at being 
inclusive, ensuring that everyone joins in. 

 Watch the quiet ones: Many introverts report they like 
the additional structure virtual meetings provide. 
However, it’s easier for people to stay silent or feel 
marginalised in virtual meetings and some introverts 
may have a hard time interrupting to be heard. 

 
Virtual team bonding. 
 
In face to face meetings team trust builds during pre-
meeting chat, chat during breaks and the initial check in 
(what’s going well for them, what their objective is from 
the meeting etc). Team bonding require more effort in 
virtual meetings. It’s worth actively seeking more ways to 
generate personal interaction in the meeting. Here’s some 
ideas: 
 
1. Opening the meeting early for informal chat. 
2. Complete your initial check in as normal, with questions 

like “what one thing’s working well for you this week”. 
3. Adding one or two more short energisers to the 

meeting can also change the meeting’s energy level. 
These could be random (“when was the company 
formed”, “who said ….”) work related questions. 

4. You could also change the pace with lateral puzzles like 
“If you alone in a dark cabin, with only one match and a 
lamp, a fireplace, and a candle to choose from, which 
would you light first?”. Get everybody to answer in the 
chat box, then open a 2 minute chat on the answers.  

5. “Games” like “2 truths and a lie” can work well in 
virtual meetings. Ask an individual to put three things 
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about themselves into the chat box; two must be true 
and one a lie. The rest of the team then guess/ vote on 
which is the lie. If you have time, repeat with more team 
members. If you want “a winner”, it’s the person who 
got the least votes for their lie. 

6. With advance notice and pre planning you could have 
even more fun. By email before the meeting ask things 
like “If your life was a film, what would be the title”, or 
“What’s the best advice you’ve ever been given”. Don’t 
share the answers. In the meeting have a poll, or chat 
box session on “who do you think said….”.  

7. Ask for examples of when other staff demonstrated one 
of the company’s core values. This works well, makes 
individuals feel good and reinforces your company 
values. 
 

Giving personal information and “team bonding” may be 
something that introverts are less likely to immediately 
warm to. However, introversion is not shyness or a dislike 
of being in a good team (most introverts like to be in a 
cohesive team), these can work if you’re clear on the 
purpose, give notice about and tackle sensitively. 
 
Virtual meetings can be an effective communication tool 
for teams although they take some extra effort to facilitate. 
This extra effort is important to ensure good 
communication and to make sure that the whole team is 
engaged in the meeting.
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Meetings are a critical element of most businesses, improving 
the effectiveness of them can be relatively straight forward and 
highly productive.  

1. Keep each meeting focused on its objective 
2. Be prepared to have more, shorter more focused meetings 
3. Be aware of the personalities of individuals in the team 
4. Actively include the whole team in each meeting, and in 

running your meetings 

Enjoy yourself and good luck. I’d love to hear how you get on. 

 

Jon 
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