Committees That Rock

Making your committee a productive part of your co-op
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Starting off on the right foot

1. Make sure everyone understands the goals and purpose of your committee

· Discuss why your committee was created, and some of the projects it has done in the past.

· Involved everyone in setting the goals and establishing projects for your committee.

· As a group, complete the Committee Instruction Sheet and give everyone on the committee a copy.

2. Establish clear groundrules for meetings (see below).

3. Understand why people are there.

· People are motivated to participate in your committee for a variety of reasons, and will often disengage when they feel that their purpose is not being served. Knowing why people are there makes it easier to relate your work to their interests, and keep them involved. 

· Go around the group at your first committee meeting and have everyone say why they joined the committee.

4. Set high standards for participation – and keep them high.

· Remember that people rise to the expectations that are set for them.

· Don’t “undersell” your committee. When recruiting people for your committee, resist the temptation to get people to join by convincing them that it won’t be much work. If they join because they think they won’t have to do much work, then it’s unlikely that they’ll be motivated to do a lot of work for the committee later on.

· Let people know that their full participation is important – and expected.

5. Set a regular meeting time.

6. Start meetings on time.

· If people know that the meeting will start late, they’ll come late.

· Don’t make people who come on time wait for those who don’t.

7. Create a planning calendar for the year (or semester) that connects your committee’s goals with a timeline for accomplishing them.

8. If someone misses a meeting or falls through on a commitment, address is immediately.

Groundrules for good meetings:

1. LISTEN.

2. No question is ever stupid (unless it shows that you've violated rule #1).

3. Avoid droning on  and on and on and on and on and on…
4. Less is more . Don't repeat what someone else has said, or continue pounding away at a dead horse.

5. Don't feel compelled to talk just because you're on the queue. If your point has already been made by the time it gets around to you, pass. 

6. Separate people from arguments. A difference of opinion does not necessarily signify mental inferiority or personal defect. 

7. NEVER personally attack anyone in a meeting.

8. Come to the meeting prepared. If there's something to read for the meeting, read it.  Don't take up time by asking other people to explain what you easily could have found out for yourself.

9. Respect process. Don't jump stack.

10. And, of course, LISTEN.

Project Planning Sheet

Good committees don’t just happen – they are the result of careful planning and hard work. Good committees set out goals, and work to accomplish them instead of making a laundry list of things they want to do, and wondering at the end of the semester why they didn’t get done. Project Planning is a tool for effectively organizing your committee, and monitoring its progress. Involving the entire committee in project planning is a great way to provide overall direction for the committee and develop group consensus around your committee’s goals for the semester. The process of creating a timeline and assigning responsibility also gives you – and everyone else on your committee – a good sense of what they should be working on outside of meetings. It also gives you a clear idea of what goals are not realistic (such as that newsletter that everyone agrees should be put out once a week, but no one has the time to work on) so that you can focus your attention on more attainable goals.

PROJECT PLANNING is the process of deciding WHY you are doing a project, WHAT you expect to get out of it, and HOW you will make it happen.

Long-term Committee Goals



Answers the question WHY? 

Your long-term goals represent what you eventually hope to achieve, and what the current project is a step toward. They fundtion as a type of mission statement, and explain why your committee exists. Long-term goals may be broad, but must be directive

Ex: Increase co-op awareness of and involvement in the local community.

Project Goals





Answers the question “WHAT will you accomplish?”

Project goals describe the end result of a project. What will be different as a result of the project being completed? Project goals should be outcome-based, and measurable.

Ex: Plan a Volunteer Day that will involve co-opers in local improvement projects.

Objectives





Begins to answer the questions HOW and WHEN?

An objective statement si a specific statement about a result to be accomplished at a given point in time. Objectives are :


S   pecific


M easurable


A  ttainable


R  ealistic


T  imely 

Ex: By October 1, we will have:

· Recruited 60 co-op volunteers for the project.

Activity





Completes the answer to the question HOW?

Determining an activity requires breaking down your objectives into concrete steps. Activities can act as a check-list and help you track your progress towards your goal.

Ex: [Objective: complete a written guide to community involvement at Oberlin]

· Write an article for the co-op newsletter advertising Volunteer Day.

· Make and hang posters advertising the Day.

· Get houses to vote on allocating work credit for co-opers participating in the Day.

Timeline





Completes the answer to the question WHEN?

A timeline establishes deadlines for the accomplishment of your activities and objectives. In your timeline, you should also identify critical milestones for the measurement of your progress. Critical milestones are the most important activities and objectives that must be accomplished for the entire project to move forward.

Assign Responsibility




Answers the question WHO?

Assigning responsibility utilizes the other parts of the plan in order to establish WHO will do WHAT (activity)  by WHEN(timeline).

Meetings that don’t put you to sleep

If you’ve ever sat around at a meeting (even worse, at a meeting that you were facilitating) and asked yourself, “What are we doing? Why am I here?”, then you’ve witnessed poor meeting planning. If this is typical of your committee, uh-oh. An important factor in motivating your committee members is making them feel that meeting time is well-spent rather than something they simply have to endure to get work credit.

The Four Roles of a Facilitator
1.  Insures that a group follows its own process.
· Make sure each agenda item has a sponsor at the meeting.

· Clarify status and desired outcome for each agenda item.

· Clarify motions before they are voted/consensed upon.  Have the minutes taker read a motion before the group takes action on it.

2.  Keeps group conscious of time-factors.
· Periodically summarize the discussion.

· Take responsibility for keeping a discussion relevant.

· Take responsibility for making process suggestions for the group to reject or accept.

3.  Assists the group in analysis; lends direction where possible.
· Always seek to maintain a positive atmosphere at the meeting.

· Show appreciation to group and to individuals for progress or accomplishments.

· Keep group from focusing entirely on details.

4.  Empowers the group as a whole; works to circumvent any attempts to overpower the group.
· Draw reticent people into the meeting.

· Check in with the group often; be sensitive to group dynamics.

· Make sure that the group sticks  to its own meeting groundrules.

· Learn to recognize hidden comments as proposals.

Miscellaneous… 

· Prepare for a meeting in advance.

· Review Agenda at the beginning of the meeting.

· Know the personalities of the group.

The Responsibilities of the Group

Self-facilitation

A good facilitator does not guarantee a good meeting. Self-facilitation is based on the idea that everyone in the group should take responsibility for the meeting by keeping their own behavior in check, and helping to move the discussion along whenever possible. If you continually talk until the facilitator has to interrupt you, or if you bring up tangents or irrelevent issues during a discussion, you are not self-facilitating. 

Groundrules

Your group should establish basic groundrules for its meetings. Taking a few minutes to go over groundrules gives everyone a good sense of how they should behave in meetings, and emphasizes the importance of approaching a discussion with an open mind and treating each other with respect. Creating groundrules helps set the overall tone for your group, and can save you a lot of work in the long run. Groundrules also give you something to refer back to when something starts going wrong in a meeting, such as people not listening to each other or verbally attacking someone else in your group.

Work between meetings

Committees exist to do work – and most of that work can not be done in a meeting. Too often, people see the meetings as goals in themselves. Simply going to a meeting does not make you a responsible committee member – much of your committee’s work will be done in between meetings, and you should do your fair share.

Tips on planning for the meeting:
1. Make clear goals for the meeting

Having a meeting is not a goal in and of itself. Think about what you specifically want to accomplish.  "Educating people" doesn't count as a goal, either. What do you want people to know when they walk out of the door? How will you be able to tell if they understand what you're talking about?

2. Give people a clear idea of what to expect.

A lot of this can be accomplished through an agenda.  Let people know what kind of meeting it's gong to be, so that they can come mentally prepared. A discussion meeting is very different from a policy meeting.  When people have an idea of what to expect, it gives them a better sense of control and ownership of the meeting, and ultimately, the organization.

3. Involve other people in planning the meetings.

Let other people tell you what they think should be accomplished or discussed at the next meeting.  Some people may have ideas or issues they feel are important for the group to address, but fail to communicate that.  An easy way to do this is to pick topics to go on the next meeting's agenda at the end of your meeting.

4. Pick a meeting location that is friendly and low-key.

5. Send out background materials before the meeting.

If an important decision is being made, and there are things people need to know or read before the meeting, write it up and send it out. This gives people a chance to mull things over, and also saves meeting time.

Good things to do during the meeting:

1. Review the Agenda
Go over what's going to happen. Ask for any changes or additions.

2. Go over meeting rules

If someone's new and you use a process that people aren't familiar with (stack, direct responses, etc.) , it's a good idea to briefly summarize the rules for everyone.

3. Encourage participation

Just because you're thinking it, doesn't mean you're the only one who's going to say it. As much as possible, hang back and let other people do the talking.  Nothing sucks more than a meeting that involves sitting around and watching one person do it all.

4. Stick to the Agenda

This is what keeps your  meeting focused. Sure, it's good to be flexible, but make sure that you're not so flexible that nothing gets accomplished.
5. Seek commitments

If everyone agrees that something needs to be done, make a list and ask for volunteers during the meeting.  Going up to the board and asking for volunteers is generally more effective than sending around a sheet. 

6. Bring Closure to the meeting

Summarize the meeting results, and anything that people need to do for the next meeting. If it was a reflection meeting, an after the meeting "check-in" usually works well.

Meeting Structure:

1.    Agenda. 

· Your agenda gives people an idea of what to expect. Your agenda should be set before the meeting, although last minute revisions can be made at the meeting. 

· When possible, include time limits or approximations for each item.

· When possible or necessary, make copies of the agenda for everyone. And even better - send it out beforehand.

· Allow for flexibility in the agenda, and give people the opportunity to make any  necessary changes.

2.   Presentation and Clarification.

It is vital that people understand what they are talking about before discussion starts. Otherwise, you’ll end up with a meeting that goes around in circles, or a huge discussion on the wrong issue (or both). Don’t assume that people understand what is being discussed – offer a clear and concise description, then allow time for people to ask questions to clarify the proposal. Also, let people know what action is required of the committee, and what they will be voting on.

3.    Discussion.

4. Voting (if necessary).

5. Tasking.

Any work that was generated during the meeting (the committee decided to put posters up in all the co-ops) should be tasked out to committee members. Don’t forget to set deadlines. Summarize what action everyone will take before the next meeting.

6. Adjounment.

