(2 Quorum

PURPOSEFUL MEETINGS

A PRACTICAL FIELD GUIDE

The Productive Meeting
Playbook

Facilitate Better Decisions, Stronger Participation, and
Clearer Follow-Through

A practical field guide for middle managers and directors

Better meetings are not more polished conversations. They are deliberately designed working sessions where the
right people canfocus, contribute, decide, and move.

This guide brings together adaptable practices from participatory leadership, circle conversation, Art of Hosting,
Appreciative Inquiry, and inclusive hybrid facilitation. It does not prescribe a single proprietary Quorum method.
Use the pieces that fit your purpose, people, and context.

Quorum / Purposeful Meetings

Focus. Align. Decide. Progress.



(Q THE PRODUCTIVE MEETING PLAYBOOK

01/ MAKE THE MEETING WORTH HAVING

Why most meetings fail

Meetings drift when they are called as a default communication channel rather than designed as a shared work environment.
Typical failure modes are familiar:

e Noclearjob: attendees cannot tell whether they are there to understand, advise, decide, or build.
o Thewrong participation: people with necessary context are missing; others are present only to be informed.
e Conversationwithout a container: a few voices set the direction while useful dissent, expertise, and uncertainty stay hidden.

e Novisible finish: decisions, owners, and next actions disappear into notes ormemory.

What productive meetings make possible

A productive meeting earns synchronous time by doing work that is difficult to do alone or asynchronously:

1. Create shared understanding of areal situation.
2. Surface options and trade-offs before a decisionis made.
3. Make adecision at the right level of authority.

4. Coordinate action with named owners, dates, and areview point.
The operating principle

I Design for the work, not for the calendar slot.

Before you schedule, name the shift the group must make: From what to what? For example: “From three competing delivery
priorities to one sequenced plan with owners.” If you cannot state that shift, start with a short written update or a one-to-one
conversationinstead.

Facilitator cue: Say the purpose outloud in the opening, thenrepeat the decision or deliverable at the close. Clarityis a
participation tool.
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(Q THE PRODUCTIVE MEETING PLAYBOOK

02 / DESIGN BEFORE THE ROOM

Build a meeting brief in five minutes

Hremeeere inViting people

Purpose Why must this group work together now?

Outcome What will exist at the end: shared view, recommendation, decision, plan, or prototype?
Decisionrights Who recommends, decides, executes, and needs to be consulted orinformed?
People Who holds essential knowledge, will do the work, or is affected by the outcome?
Participation plan How will people think alone, hear each other, test options, and converge?

Match the meeting to the job

e . e e m

Understand perspectives Dialogue “What are we each seeing that others may
not?”

Weigh choices and trade-offs Deliberation “What criteria must a good choice satisfy?”

Make a call Decision-making “Who decides, by when, using what

information?”

Build something together Co-creation “What can we make, test, orimprove in this
session?”

Participatory leadership does not mean every person decides everything. It means being intentional about who shapes the
work, how theirknowledge is used, and where authority sits. State those boundaries plainly. People can work productively
with a decision they did not make when the process and rationale are visible.

A dependable 60-minute flow

5 min — arrival, purpose, outcome, agreements 10 min — facts, context, and a focused check-in 20 min — structured
participation (pairs, rounds, or small groups) 15 min — converge on choices, commitments, or unresolved questions 10 min —
decisionlog, next actions, check-out
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02 / DESIGN BEFORE THE ROOM / CONTINUED

Make it visible: Put the purpose, agenda, decision owner, and capture surface where everyone can see it—on a wall, shared document, or digital board.
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03 / USE CIRCLE WHEN VOICE AND LISTENING MATTER

Circleis a practice, not a seating plan

Circle conversation practices come from diverse Indigenous, restorative, and community traditions. Use them respectfully:
name the lineage where appropriate, avoid borrowing ceremony casually, and adapt the practical elements—shared
agreements, rounds, a right to pass, deep listening, and a clear opening and close—to your organizational context.

Circleis especially useful when the group needs to build trust, hear experience across levels, work with tension, or prevent
the fastest speakers from defining the problem.

A simple work-circle protocol

1. Set agreements (3 minutes)
Offerashort starting set, theninvite one addition:

e Speakfromyourown experience; do not generalize for others.
e Listentounderstand; do not prepare your rebuttal.

e Onevoiceatatime; step up and step back.

e Youmay pass.

e Treatpersonal stories with care; clarify what canleave the room.

2. Checkin (5 minutes)

Ask a question thatis human but relevant: “What is one condition you need for this to be a useful conversation?” Use a timed
round (30-45 seconds each) rather than open discussion.

3. Work in rounds (15-25 minutes)
Use oneinvitation at a time. Start with a full round before moving to free conversation:

e “Whatdoyouknow from the work that this group needs to consider?”
e “Whatisatriskif we move too quickly?”

o “What possibility is worth protecting?”

In person, a simple object can mark whose turnitis. In virtual meetings, use a named speaking order, a shared queue, or chat-
to-stack. The pointis not the object—it is the protected turn and permission to pass.

4. Close the loop (5 minutes)
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CQ THE PRODUCTIVE MEETING PLAYBOOK

03 / USE CIRCLE WHEN VOICE AND LISTENING MATTER / CONTINUED

Ask: “What are you taking from this, and what needs to happen next?” Capture commitments before closing. Do not end a circle by abruptly returning to

email.

When not to use circle: Do not force around forroutine status reporting, urgent incident command, or when a decision owner
needs only a focused recommendation. Choose the lightest structure that serves the work.
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04 / FACILITATE PARTICIPATION WITH INTENT

Four moves, four different prompts

Dialogue Understanding meaning and “What s true fromyour seat?” Silent write = paired exchange =
perspective shared themes

Deliberation Examining options against “What do we gain, risk, or give up Small groups score options;
criteria with each option?” compare assumptions

Decision Choosing andrecording a “What decisionis required now, Name decisionrule; test for
direction and who has the call?” critical objections

Co-creation Making an artifact or plan “What is the smallest useful Workin trios; share drafts;
together version we can build?” improve one artifact

Stop mistaking airtime for participation

Opendiscussionis efficient only when the group already shares context and power is relatively balanced. Otherwise, use a
sequence that lets people form a view before the loudest voice lands:

1. Think alone: 2 minutes of quiet writing.

2. Compareinpairs: 4 minutes to spot patterns and differences.

3. Shareinsmallgroups: 8 minutes to produce one concise contribution.

4. Harvest to the whole group: collect themes, choices, and questions on a visible surface.

5. Converge: use criteria, not charisma, to decide what moves forward.

Useful decisionrules

State the rule before the discussion—not afterit becomes uncomfortable.

e Leaderdecides after consultation: best when speed and accountability matter.
e Consent: proceed when there are noreasoned, material objections; not the same as unanimous enthusiasm.

e Advice process: adecision owner seeks advice from people with expertise and people affected, then decides and explains
why.

e Delegateddecision: the group authorizes a smaller team within clear boundaries.
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04 / FACILITATE PARTICIPATION WITH INTENT / CONTINUED

Power and inclusion check: Ask, “Whose knowledge would make this decision safer or smarter—and are they able to participate in a way that works for

them?” Inclusionis not a final agendaitem; it is part of meeting design.

QUORUM / PURPOSEFUL MEETINGS

07



(Q THE PRODUCTIVE MEETING PLAYBOOK

05 / USE APPRECIATIVE INQUIRY TO BUILD FROM WHAT WORKS

Shift the question, not the standards

Appreciative Inquiry (Al), developed by David Cooperrider and colleagues, is a strengths-based approach to change. It asks
groups to discover life-giving practices and possibilities, then use that evidence to design action. Itis not arequest to ignore
problems or avoid difficult feedback. Use it when a team needs energy, shared aspiration, and practical examples of
conditions worth repeating.

A 30-minute Discover-Dream-Design-Destiny exercise

Frame: “How might we make our cross-functional planning meetings reliably useful?”

__

Discover 7 min “Tell a partner about a meeting Conditions and behaviors
that helped you do your best already present
work. What made it work?”

Dream 7 min “If those conditions were normal Vivid, observable future
sixmonths from now, what would statements
people notice?”

Design 10 min “What two routines, roles, or Ashortlist of testable practices
artifacts would make that future
more likely?”

Destiny 6 min “What will we try, who ownsiit, Experiments, owners, dates

and when will we review it?”

Example of an affirmative topic

Instead of: “Why are our weekly meetings so inefficient?” Try: “When do our weekly meetings create clarity and momentum,
and how can we make those conditions repeatable?”

That reframe still permits honest evidence: a strong example may reveal that decisionrights, preparation, or participation
were missing elsewhere. The point is to harvest practices to build on—not to manufacture positivity.

Facilitator cue: Ask for specific stories and observable behaviors. “Good communication” is vague; “the decision owner
posted two options 24 hours ahead and named the trade-offs” is actionable.
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06 / HOST THE CONDITIONS FOR GOOD WORK

An Art of Hosting-inspired stance

Art of Hosting is a global practice community that combines participatory methods with a focus on “hosting and harvesting
conversations that matter.” Its contribution to everyday management is a stance: the facilitatoris responsible for the
conditions of the conversation, not for supplying all the answers.

Create the container

e Bepresent: arrive clearonyourrole, yourlimits, and the decision needed.
e Make theinvitationreal: explain why the topic matters and what participants caninfluence.

e Chooseafit-for-purpose process: a circle, paired interviews, small-group work, or a structured decision—not a default slide
deck.

e Make the harvestusable: decide in advance what you will capture and how it will be used after the session.

Work with emergence without losing the agenda

Emergenceis not alicense for drift. It means paying attention when a meaningful pattern, question, or tension appears that
the original agenda did not fully anticipate.

Try this three-step response:

1. Nameit: “lheararepeated concern about handoffs.”
2. Testit: “Is this central enough to our purpose to spend ten minutes on now?”

3. Choosedeliberately: addressit, parkit with an owner, orreturn toitin a follow-up.

Harvest throughout, not only at the end

Use avisible “harvest” surface with four columns:

What did we learn? What could we do? What did we decide? Who does what by when?

Pause halfway through and read the harvest back. This gives participants a chance to correct the record and makes the
group’s thinking tangible.

When tension appears: slow the pace, return to the purpose, separate facts frominterpretations, and invite the missing view.
Never use participatory language to manufacture agreement or silence a concern that needs escalation.
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07 / TURN TALK INTO A FOLLOW-THROUGH SYSTEM

The decisionlog: your meeting’s memory

If people must ask “What did we decide?” the meeting is not finished. Keep one shared decisionlogin the team’s normal

workspace—not only in a facilitator’s notes.

Decision / Due date Review point Rationale /

commitment dependencies

Aug. 25 Pilot a single Sam Draft and test Sep.2 Sep. 16 staff Reduces
intake form for with Sales + Ops meeting duplicate

Q4 requests requests; needs
CRMfield

Close every working session with five questions

1. Whatdidwe decide?

2. Whatdidwe not decide, and why?

3. Who owns each next action?

4. What support, people, ordependencies are required?

5. Whenand where will we review progress?

Make review a meeting habit

Start the next relevant meeting with a 5-minute review:

e completed commitments;
e changestoassumptions orrisks;
e Dblocked actions and the help needed;

e decisions that must be revisited.

Thisis not a status ritual. It is the mechanism that connects meeting quality to measurable progress.

A useful distinction

Decision Achoice that sets direction “We will launch the pilotin October.”
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07 / TURN TALK INTO A FOLLOW-THROUGH SYSTEM / CONTINUED

Action Aconcrete task with an owner “Priya will confirm pilot users by Sep.12.”

Open question Information or choice still needed “Which onboarding metricis the lead
indicator?”

Risk / dependency A condition that could affect delivery “Legalreview is required before external
access.”

Facilitator cue: Do not write “team” as an owner. Ateam can contribute; a person has accountability.

QUORUM / PURPOSEFUL MEETINGS
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08 / RUN HYBRID AND VIRTUAL MEETINGS AS ONE ROOM

Remote participationis not a side channel

Hybrid fails when the physical room becomes the real meeting and remote people become observers. Design one shared
experience: one agenda, one visible artifact, one speaking protocol, and one path to influence the decision.

The hybrid operating system

Before

e Sendpurpose, desired outcome, pre-reading, and decision rights 24-48 hours ahead.
e Make prework accessible: plainlanguage, readable formats, descriptive links/alt text, and adequate time for review.

e Assignroles: facilitator, decision owner, digital host (chat, handraises, board), harvester, and timekeeper. In smaller
meetings, combine roles deliberately.

e Testroomaudio, cameraviews, screens, captions, shared board access, and a backup connection.

During

e Useone shareddigital surface evenwhen people are co-located. If awallis used, mirrorit digitally in real time.
e Default to equal-turn methods: silent write, chat waterfall, rounds, and breakout pairs/trios.

e Haveremote participants speak first at least once before open discussion begins.

e Readchat contributionsinto the room; name speakers before talking; describe essential visual information.

e Enable captions where possible and offer a clear channel foraccess needs.

Breakouts

e Giveevery group one prompt, one shared output, and one named reporter.
e Avoid grouping all remote participants together by default; balance access and technology realities.

e Broadcast atwo-minute warning and paste instructions into chat/shared notes.

If technology fails

1. Pause andname the failure—do not pretend remote people can follow.
2. Move tothe backup: phone audio, simplified shared document, orreschedule the decision.

3. Capture what happened andreturn to aformat where every required voice can participate.

Accessibility is design, not an exception: make it easy to request accommodations; use accessible documents; provide
captions/transcripts whenrelevant; and never assume people will disclose a need in the moment.
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09 / RESET A MEETING IN 30 MINUTES

The 30-minute meeting reset checklist

Use this with your leadership team before the next recurring meeting.

Minutes O-5: Name the job

e []Whatisthis meeting forthat cannot be handled asynchronously?
e []Whattangible outcome must exist at the end?

e []Whichdecisions belonghere—and which do not?

Minutes 5-10: Rebuild the invite

e [1Who must shape the work, decide, execute, or be consulted?
e []Who canreceive theresultinstead of attending?

e []What prework would create a better starting point?

Minutes 10-18: Design participation

[1Where will people think alone before discussion?

[1Where will every relevant voice be heard?

[TWillyou use dialogue, deliberation, decision, co-creation, ora combination?

e []Whatneeds acircle-style round ora small-group process?

Minutes 18-24: Design the harvest

e []Whatwill be captured live:insights, options, decisions, commitments?
e [1Who willown the decisionlog?

e [IWhenwillprogress be reviewed?

Minutes 24-30: Make itinclusive and ready

[1Canremote andin-room participants contribute equally?

[1Are captions, materials, timing, and tools accessible?

[1ls there atechnology fallback?

e []Doeseveryone know the purpose, outcome, and theirrole?

Reusable invitation template
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09 / RESET A MEETING IN 30 MINUTES / CONTINUED

Subject: Working session: [outcome] Purpose: We need to [shared work to be done]. By the end: We will have [decision / recommendation / plan/
artifact]. Yourrole: [provide context / advise / decide / build / execute]. Prework: [link + what to prepare] by [time]. How we will work: [silent write,

rounds, small groups, decision rule]. Afterward: [where decisions/actions will live and review date].

QUORUM / PURPOSEFUL MEETINGS
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10 / MAKE THE NEXT MEETING COUNT

Three habits to start this week

1. Puttheoutcomeineveryinvite. Replace topic-only titles with a working outcome.
2. Letpeople think before they speak. Two minutes of quiet writing oftenimproves the quality and range of contributions.

3. Endwithadecisionlog. Every decision, owner, next action, and review date goes in one shared place.

The goalis not more process. Itis enough intentional structure for people to focus, align, decide, and move.

Ready to work on the system, not just one meeting?

Request a Quorum meeting assessment. We will look at the meetings where execution gets stuck and identify practical
changes to purpose, participation, decisions, and follow-through.

Quorum’s six-month managerimmersion helps middle managers and directors build the habits and facilitation judgment to
host purposeful meetings—across functions, industries, and ways of working.

Quorum /Purposeful Meetings Better meetings. Stronger outcomes.

Source notes and bibliography

This guide synthesizes public practices; it does not claim ownership of the methods described. The applications are
adapted for ordinary management meetings and should be adjusted for culture, decision authority, relationships, and
access needs.

1. ArtofHosting. “What is the Art of Hosting?” and “How does it work?” Art of Hosting & Harvesting Conversations That Matter.
Accessed August 25, 2026. https://artofhosting.org/what-is-aoh/ and https://artofhosting.org/how-does-it-work/

Informs hosting stance, process design, and harvesting.

1. Cooperrider Center / Champlain College. “Introduction to Appreciative Inquiry” and “The 4-D Model.” Accessed August 25,
2026. https://appreciativeinquiry.champlain.edu/2023/04/07/introduction-to-appreciative-inquiry/ and https://
appreciativeinquiry.champlain.edu/2021/10/12/the-4-d-model/

Informs the strengths-based Discover-Dream-Design-Destiny exercise.

1. University of Victoria. Convening Circlesina Good Way. Accessed August 25, 2026. https://www.uvic.ca/faculty-staff/
conflict-toolkit/_assets/docs/conveningcircles_uvic.pdf

Informs the attribution, agreements, rounds, right to pass, and closing structure for circle practice.
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10 / MAKE THE NEXT MEETING COUNT / CONTINUED

1. National Coalition for Dialogue & Deliberation (NCDD). “Engagement Streams Framework.” Accessed August 25,2026.
https://www.ncdd.org/streams.html

Informs distinction among dialogue, deliberation, decision-making, and collaborative action.

1. World Wide Web Consortium (W3C), Web Accessibility Initiative. “Making Events Accessible” and “Hybrid Group Meetings.”
Accessed August 25,2026. https://www.w3.org/WAI/teach-advocate/accessible-presentations/ and https://
www.w3.org/guide/meetings/hybrid-meeting.html

Informs accessible, equitable hybrid and virtual operating practices.

1. U.S. General Services Administration, Section508.gov. “Accessible Meetings.” Accessed August 25,2026. https://
www.section508.gov/create/accessible-meetings/

Informs practical accessibility planning for meetings and materials.

” o«

Editorial note: “Art of Hosting,” “Appreciative Inquiry,” and related named approaches remain attributed to their originating
communities and authors. Circle practices have important cultural lineages; this guide limits itself to respectfully adapted

workplace facilitation elements rather than presenting them as aninterchangeable corporate technique.
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