MEETINGS

Reasons why meetings go wrong:


Getting off the subject 

No goals or agenda 

Too lengthy 

Poor or inadequate preparation 

Inconclusive 

Disorganized 

Ineffective leadership / lack of control 

Irrelevance of information discussed 

Cancelled or postponed meetings 

Starting late 

Not effective for making decisions 

Interruptions from within and without 

Individuals dominate / aggrandize discussion 

Rambling, redundant, or digressive discussion 

No published results or follow-up action 

No pre-meeting orientation 

Too much to do 

Everyone not present 

No one contributing 

No one pays attention 

An Effective Meeting has the following:
Desired outcomes 
Clear purpose 
Clear roles of Individuals 
Room set up 
Decision-making power 
Process tools 
Shared Responsibility 
Follow-up accountability 
Agenda 
Good use of time 
Preparation 
Unbiased leader 
Total Involvement 
Real Issues 
Diverse opinions 
Evaluation

CONDUCTING UNIT MEETINGS

This document is designed to provide unit presidents (and vice presidents who act in the absence of their respective presidents) the essentials for conducting an effective meeting as well as the requirements for documenting the meeting.

Preparing for the Meeting

Prior to the meeting, the president (with input from the executive board) should determine the purpose of the meeting, develop an agenda and set the limits, or timeframe of the meeting.  This is referred to as a PAL.

· The purpose establishes the goals of the meeting, what is to be accomplished.  Examples include: Determine allocation of dues to clubs; Review and approve projects for funding; Develop and agree on unit goals and objectives, etc.

· The agenda establishes the flow of the meeting and allows the participants to prepare presentations, information, questions and input to the topics on the agenda.  The agenda should include the name of the person responsible for providing the presentation or information for each agenda item.

· The limits establish the beginning and end times for the meeting and may also be used for each agenda item to ensure that the meeting stays within the established timeframe and that each of the agenda items is addressed.

The PAL is used to establish a written plan for the meeting that is provided to all participants in advance of the meeting.

Ensure that everyone who is listed as a presenter on the agenda or who is expected to give a report is aware of the expectation in advance of the meeting.

Following is a sample PAL:

Middle-America Chapter Executive Board Meeting

August 11, 2005

Limits: 3:30 – 5:30 p.m.

Call-in number: (1-800-555-1212; participant code – 40723)

Meeting Purpose:

· Discuss and finalize dues allocation to clubs

· Review changes to financial procedures and establish responsibilities for disseminating

· Review status of September CARES initiatives

Agenda

Rollcall
Harry Boyd

Purpose/Agenda review
Harry Boyd

Review status of old business
Ima Meddlar

Approve Minutes of last meeting
Harry Boyd

Dues Allocation
Anne Rogers/all 
(20 minutes)

Financial 
(total 40 minutes)

    Review and approve monthly reports
Anne Rogers/All

Process changes
Anne Rogers & 
Finance Administrator 

Next steps/training
All

September CARES Initiatives
Presidents & AVPs (30 minutes)

New Business
All

Roundtable
All
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Conducting the Meeting

The unit president should call the meeting to order promptly at the scheduled time.  A roll call is appropriate for all conference call meetings and e-board meetings of more than four people.  The meeting participants should state their name and the unit they are representing.

Quorum

If formal action is required on a proposition, the unit president must determine if a quorum is present.  Two thirds of the executive committee, present and voting, constitutes a quorum for the transaction of a business.  Members who cannot be available for an executive board meeting are responsible for sending a delegate in their place.  The absent members should forward the PAL to the delegate and provide as much information as possible to allow their delegate to fully participate in the meeting.  If appropriate, the delegate should be given proxy voting privileges.

If a quorum is not present for the purposes of taking action on items, the items may be discussed but no action or decisions can be made on the items until a quorum is present.

Formal Actions (Motions or Resolutions)

A formal action requires 

1. a motion; 

2. a second; 

3. amendments, if any

4. discussion on the subject, and 

5. a formal vote

A motion is a proposal that the assembly (or e-board) take certain action.  In the case of an e-board meeting, a motion is made by an e-board member by saying, “I move that” then stating the proposed action.  If appropriate, the president may need to clarify the motion by stating, “If I understand you correctly, the motion is …,” stating the motion in proper form.

The person who is running the meeting (typically the unit president) cannot make a motion.  In order for the president to make a motion, s/he must ask someone else (typically the vice president) to temporarily run the meeting.  Normally, this is done by saying, “I’m going to temporarily turn the meeting over to the vice president,” or words to that effect.  Once the meeting has been turned over, the president (or other person who had been running the meeting) can make a motion.

In general, every motion should be seconded.  (An exception is that a second to a nomination is not necessary.)  A motion is seconded by a member saying, “I second the motion.”

The president then calls for questions and discussion on the motion by stating, “It is moved and seconded that the following resolution be adopted (reading the resolution).  Is there any question or discussion?”

The discussion may result in the motion being amended or withdrawn.  Anyone with questions, issues or opinions about the resolution should state them during the discussion period.  When the discussion and questions appear to be finished, the president asks, “Are you ready for the question/resolution?”  If no one speaks, the president takes a vote on the question.  The question should be put in a way similar to “The question is on the adoption of the resolution (read the resolution).  Those in favor of the resolution raise your hand”.  The president first calls for the affirmative, then the negative vote.  The secretary or person designated to take meeting notes must count  the number of affirmative votes, negative votes and those abstaining from a vote.  A majority vote of the members determines the outcome of the resolution.

A motion may be tabled to allow the members to attend to more urgent business.  A motion to table a motion is undebatable and requires only a majority vote.  Tabled motions may be handled later in the meeting or at a subsequent meeting.  Anyone may move to take a question from the table.  If motions are not taken from the table, they are in effect suppressed.
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Other Meeting Considerations

· Adhere to the agenda and stay within the designated timeframes.  Encourage members to participate and voice their opinions, but do not allow discussion on a topic to drag on.  Request that the motion be tabled or the item be put on a “parking lot” for assignment and subsequent resolution.

· Ensure that only one topic is being discussed at a time.  Members must agree that interruptions and side-bar conversations are inconsiderate and distracting.

· Review agreements and commitments prior to the close of the meeting so that all understand what has been agreed to and who has responsibility for 

· Adjourn the meeting promptly.

Proxies

A proxy is a person authorized to act for another, an agent or substitute.  In this case, it refers to using a substitute for an executive board member who is unable to attend a meeting.

Each unit executive board should determine whether or not it wishes to allow the use of proxies at e-board meetings.  To formalize the process, a motion should be made and seconded to adopt the use of a proxy in the event a board member cannot attend an executive board meeting.  The motion and its disposition should be recorded in the meeting minutes.  Upon adoption, a board member who is unable to attend a meeting will select a proxy to attend in his/her stead.

 The use of proxies has two key advantages: 

· a quorum is much more likely to be established for the purposes of conducting e-board business

· the proxy can take the meeting information back to the absent member

Exception: A president who is unavailable to attend an e-board meeting may be replaced by his or her vice president who will have all powers and authority of the president.  No proxy is required for a vice president to stand in for the president at the e-board meeting.

There are two types of votes that can be cast by a proxy on behalf of a board member:

1.
Instructional - the board member knows exactly what will be voted on and tells her/his proxy how to vote.

Instructional Vote Example: A vote is to be taken on allocating chapter funds to the club level based on membership numbers.  The board member who wants to use an instructional proxy vote would tell the proxy how s/he wants to vote on that issue and asks the proxy to vote that way for her/him.

If other items arise during the meeting to be voted on that the proxy did not receive instructions on, the proxy must abstain from the vote.

2.
Informational - the board member advises the proxy on matters up for vote, tells the proxy how s/he feels about the issues but doesn’t tell the proxy what to vote for.  The board member allows the proxy to vote as the proxy wishes to.

Informational Vote Example: A vote is to be taken on allocating chapter funds to the club level based on membership numbers.  The board member who wants to use an informational proxy vote would discuss her/his feelings/issues/concerns about the matter with the proxy but would not tell the proxy how to vote.  The proxy would be allowed to vote based on issues and discussion about allocating based on headcount during the meeting.

If other items arise during the meeting that the proxy was not informed about, the proxy is allowed to vote on them.  If the proxy is not comfortable doing so, s/he may abstain from voting.
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A board member may assign a combination of instructional and informational proxies to her/his delegate.  For example, there may be only one item that is slated for discussion and vote that the board member wants the proxy to vote a specific way on.  S/he can make this an instructional vote.  There may be other items that s/he will tell the proxy to vote her/his own mind on.  Combination proxies must specifically state what items the proxy is casting an instructional vote on and what s/he may cast an informational vote on.  For example, the e-board member should state the proxy is to cast an instructional vote on the following items (listing the specific items) and will cast an informational vote on the remaining items, including any unexpected motions that arise.

The most important thing to remember is that the board member must clearly communicate with the proxy which type of proxy vote s/he is giving.  If the board member is uncomfortable asking her/his proxy to vote on items they have not discussed together, s/he may instruct the proxy to abstain from the vote.

Whenever possible, items that will come up for a vote during a meeting should be identified and communicated in advance so that any board member unable to attend can ensure a proxy will represent her/his area or club’s views.

Proxies in attendance, and abstaining from a vote, are still considered in the count for a quorum.
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ELECTRONIC MEETINGS       
In some locations face to face meetings are becoming more and more challenging.  We are seeing a significant increase in the use of electronic meetings.  As a consequence, it’s worth taking a look at this new breed of meetings.

Why E-Meetings?

Why do people use electronic meetings?  Here are some of the reasons that e-meetings are becoming popular:

· Time-sensitive issues – Some issues need to be addressed before the group can come together for an in-person meeting.  Sometimes, if an issue isn’t dealt with immediately, it becomes a moot point.  For example, say if your group wants to take a stand against a bill that is scheduled to be voted on by your state legislature in two weeks.  If you take a stand on the issue at your next-in-person meeting, it will be after the bill has been voted on, and, therefore, a moot point.

· Cost – If all of the people in your group live in the same area, the cost of conducting a meeting is minimal.  But, when the attendees are from all over the country or, even in the world, you can save everyone money by conducting an e-meeting.

E-MEETING VENUES

There are several formats of electronic meetings.  The developments in technology are so rapid that it is difficult to keep up.

Asynchronous meetings include….

· E-mail – All members of the meeting are listed in the “to” part of the e-mail.  When you reply to a message in the e-mail, you should reply to all, so all of the participants receive the same information.

· E-mail lists – These are sometimes referred to as e-mail groups or Listservs.  All of the participants in the meeting are on the electronic list and therefore get all of the e-mails.  You send an e-mail to the e-mail list and it is automatically sent out to all of the participants in your group.

· Rules:

· One approach is to have a start and stop time/date for the meeting.  This start and stop time is similar to the start and stop time of an in-person meeting, but it is much longer because there’s no guarantee that people will check their e-mail at the same time.

· Another approach is the have the meeting be an ongoing process.  In that case, the group establishes a time period for processing each motion.  With this approach, it would be possible to have more that one motion being processed at a time.  While that is not desirable, it may be the only practical way to deal with motions in a timely matter.

Synchronous meetings include….

· Telephone conferencing -  This is probably the most frequently used e-meeting venue.  Each participant in the phone conference is on a telephone at his or her own location.  The advantage of this format is that all members can hear each other; the disadvantage is that they can’t see each other.  

· Rules:

· A conference meeting must be arranged at least 48 hours in advance of the call.

· Each member should seek recognition from the chair before beginning to speak.

· Each member should identify himself or herself prior to speaking.

· Motions should be voted on by voice vote.  If the chair has a problem determining the vote, he or she may call for a roll call vote.  The roll call vote is for determination of the outcome of the vote and should not be recorded in the minutes.

· The minutes of the meeting shall be approved at the next in-person meeting.

· Video conferencing - This format gives the participants the advantage of being able to hear and see each other.  The disadvantage is that it can be expensive.

· Chat rooms – Some groups use chat rooms and instant messaging to conduct meetings.  In order for it to be a synchronous meeting, all attendees must be in the chat room or on instant messaging at the same time.  The group must have rules for how the members are recognized.  For instance, they may require members to type in “hand” when they want to speak, and the chair might recognize a member by typing the word “go” with that individuals name next to it.

THE LEAST YOU NEED TO KNOW

Meetings that are not held in-person must be authorized in the by-laws.

Synchronous meetings occur when participants are in different places at the same time.  Asynchronous meetings occur when participants in different places at different times.

Put serious thought into how the voting will work in your e-meetings.

Have a trial run for your e-meetings before changing your by-laws.

