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SDITE Leadership Development Team
Core Skills Needed for Conducting Meetings
The SDITE 2010 Leadership Development Team identified three core skills that are needed to conduct an effective meeting (facilitation, decision making, and conflict resolution.) A brief description of each of these core skills and tips for enhancing our skills levels follows:

SKILL OF MEETING FACILITATION
Every meeting that major decisions or major actions are anticipated should consider having a meeting facilitator.  Most importantly, the leader of the team, or meeting owner, may not be the one that should facilitate the meeting----Why are we suggesting this?
Let us share some ideas for your consideration:

· They are not likely to be observed as objective

· They may not have been trained to facilitate meeting

· It’s difficult to be an effective meeting participant if you’re running the meeting

· It’s much harder  to observe  the body language of the meeting participants

· We miss an opportunity for someone else to accept ownership of the meeting and develop leadership skills
Facilitation Behaviors

The following is a list of behaviors that a skilled facilitator should model to support effective decision making:

· Be willing to listen to all ideas politely, even when you don’t agree

· Treat all meeting participants with respect---Stay calm, friendly, and polite

· Deal with the facts

· Paraphrase the main points made by other persons

· Build on the ideas of others

· Be open to accepting alternative courses of actions

· Don’t take sides in debates

· Recognize conflict and deal with it, when it occurs
SKILL OF DECISION MAKING
Background information regarding decision making options and specific information regarding consensus decision making follows:
Decision Making Options

Five potential options for making a decision are described below:

· Option #1: Consensus Decision Making
This is the preferred option for all major decisions. It requires that everyone understand the issue to be decided, group analyzing of the facts, and jointly making a decision that represents the entire group’s best thinking.

· Option #2: Majority Voting
This involves asking people to choose an option they favor; once clear alternatives have been identified and a vote is taken--- This is a very efficient method to make decision; however voting often creates winners and losers.

· Option #3: Compromise
This option is used when there are several distinct options and participants appear to be polarized with neither side being willing to accept the solution put forth by the other side----A compromise solution which includes ideas from both sides then is crafted.

This option does result in decisions being made; however this option can often divide a group----In the end, everyone wins, but everyone also loses.

· Option #4: One Person Decides
This option is used when a group decides to refer a decision to one person on behalf of the entire group. The quality of the decisions made with this option is enhanced when the decision maker gets advice and feedback from others before making the decision. This is also called a consultative decision.

This is a fast and accountable method of making a decision; however this type decision can divide a group if input is not sought or a decision is made others can’t live with.

· Option #5: Spontaneous Agreement
This option is used occasionally when there’s a solution that’s favored and appears to be the “right thing” to do. This is also fast and an easy way to make decisions; however it can be too fast an option to use when the issue needs further discussion.

Each of the five options has its place----Choose the most appropriate method before each decision-making session.

More About Consensus Decision Making

Besides being the preferred decision making option for all important decisions, facilitators are constantly building consensus on everything they do.  Here’s some example of preferred consensus activities and comments regarding consensus decision making:
The following are five (5) examples of preferred consensus activities:

(1) 
Summarize any complex sets of ideas to the satisfaction of the group

(2)
 Get input for establishing clear goals and objectives

(3) 
Link people’s ideas together so they feel they are saying the same things

(4) 
Make notes on a flip chart in order for every group participant to see their views are heard and satisfied to see they have been recorded, and
(5) 
Discuss and agree on what decision option to use

The Leadership Development Team has two concluding comments to share regarding consensus decision-making:
Comment #1:
Don’t end a consensus exercise by asking either of the two following questions:

(1) “Is everyone happy?” or (2) “Does everyone agree?”-----The proper question is this:

“Have we got a well-thought-out solution that we all can live with and commit to implementing?”

Comment #2:
“Consensus isn’t designed to make people happy or leave them in 100% agreement The goal is to create an outcome which represents the most feasible course of action, given the circumstances
SKILL OF CONFLICT RESOLUTION
All too many transportation appear to have a natural tendency to avoid all conflict while conducting meetings; however conflict, when properly managed, conflict can be good----It provides the opportunity for all meeting participants a forum to be heard; regardless of whether their views and opinions are aligned with the majority of the group participants--This allows for a much greater level of creativity in making decision which may move our organizations forward.

There are six key steps a facilitator should undertake while striving to resolve conflict which occurs during the course of a meeting:

Step #1:  
Recognize that conflict exists and accept the responsibility for getting involved in resolving the conflict
Step #2:
Establish ground rules to be used during the process. Three suggestions for facilitator’s ground rules are as follows:
· Be open and honest regarding your views, feelings, opinions, and insights

· Be willing to listen closely to the views of all parties without interrupting 

· Allow participants to vent their emotions and respect their views

Step #3:
Gain understanding of the conflict.  Four suggestions for consideration during this step are as follows:

· Focus discussions on desired outcomes, not the problem

· Have the opposing parties to describe their views regarding potential solutions

· Have opposing parties to repeat what they heard from the other party

· Strive to understand the root cause of the conflict---Lot’s of conflict in groups are caused by persons not adhering to operating guidelines of groups, the level of decision making authority, or general expectations.

Step #4:
Strive to gain commitment from all parties for resolution

During this step, it’s important to understand that the goal is to resolve the issues on behalf of the group (or organization) rather than for employees to like each other or have someone win a battle-Win-Lose is not an acceptable outcome to conflict resolution
Step #5:
Seek resolution to the conflict----Here’s a suggestions for facilitators during this step:
· Establish and evaluate alternatives that meet common grounds, common goals,  and / or common needs of the participants and the organization with priority given to the needs of the organization

Step #6:
Bring parties to agreement or seek outside help----Three suggestions for facilitators to uses during this step:
· Offer ideas for resolution

· Strive to get parties to come to agreement

· Get commitment from both parties to bring to closure and move on

A Conflict Resolution Model

The “root cause” of all too much conflict in groups occurs as a result of not having written administrative ministry tools (clear organization / group purpose, clear roles, responsibilities, and decision making authority, and / or clear expectations, and written operating guidelines. A conflict resolution model has been developed and is shown below for the purpose of assisting leaders in identifying:

· The level(or magnitude) of the conflict
· The root cause of the conflict, and
· Potential actions to resolve the conflict
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