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Positive Leadership in Project Management 1 
 

The Art of “Meeting Leadership” 2 
 
 By Frank Saladis, PMP, PMI Fellow 
 
Meetings are, generally, a daily occurrence for the practicing project manager and it 
seems that, with all of the experience people have in facilitating a meeting, many 
meetings end up being a costly waste of time. I have spoken with project managers from 
a variety of organizations, industries and levels of management and when the subject of 
meeting effectiveness comes up, the discussion includes the question “Do you frequently 
attend meetings that do not actually result in a useful outcome?” Or, “Have you ever 
attended a meeting and couldn’t understand why you where there? The truly amazing 
thing about these questions is significant number of people who answer yes! In every 
classroom, or seminar I am facilitating, whether there are 10 people or two hundred, the 
response is always the same: A large percentage of meetings are unproductive and 
unnecessary. 
 
It seems that the business world, in general, is spending enormous amounts of time, 
energy, and money having people attend meetings that produce no results. If someone 
in an organization were to actually calculate the amount of money spent on these 
unneeded or poorly run meetings, the amount would be shocking. 
 

Here is simple method to calculate the cost of a meeting in an organization: 
 

1. Meeting duration – in hours      _______ 
2. Number of people attending the meeting     _______ 
3. (Number of people) x  (meeting hours) = total person hours  _______ 
4. Estimated hourly cost per person attending (Fully Loaded Rate) _______ 
5. (Fully loaded rate) x (Total Person Hours)    _______ 

 
This simple calculation (it can be used for in person and virtual meetings) will give you 
an idea of the cost an organization will incur for just one meeting. Other factors may 
include travel time, food and beverages, meeting room rental, and technology costs 
(virtual meeting platforms). Another item to consider is the meeting ROI. How many 
people at the meeting were determined to be critical to achieve the purpose of the 
meeting? Is there an opportunity cost for those who attended and were not really needed 
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at the meeting? Was the meeting time appropriate or too long? Did it start late? What 
was actually accomplished? 
 
Another item to be concerned about is that many people are aware that the meetings 
they attend are unproductive, unnecessary, or attended by the wrong people and they 
still keep attending! This may be associated with organization politics and the “legitimate 
or formal power of individuals who schedule meetings. 
 
An actual quote from a manager: “We will continue to have meetings until we 
determine why nothing is getting done around here!” 
 
Considering the challenges of planning and leading effective meetings, it’s important for 
project managers to develop and practice a set of Effective Meeting Leadership Skills. I 
know of several project managers who run very successful and productive meetings and 
their reputations as project managers are extremely positive across their respective 
organizations. People who attend their meetings appreciate the coordination, the minimal 
non-productive time, the attention to time constraints, and the preparedness of the project 
manager. These Meeting Leaders are demonstrating one of the many positive aspects 
of professional project management. Make no mistake about it, project management is 
far more than the ability to conduct a good meeting, but meeting management is certainly 
an important skill to keep sharp, especially in the current business environment in which 
virtual meeting management skills are critical. 
 
There are numerous sources of information about how to conduct a successful meeting. 
Most of them seem to include basically the same list of do’s and don’ts. Based on my 
experience in the classroom and in the work environment, most people don’t need to 
attend a two day course in meeting management; they do know what it takes to conduct 
a good meeting, but sometimes a few helpful hints can make the difference between a 
meeting that adds value and one that contributes to the team’s desire for some extra 
snooze time.  
 
To conduct a truly effective meeting and to be perceived as a Meeting Leader. instead 
of a “meeting impeder” consider your meeting as a project. That’s what it is, a project 
with a start and end time, resources, constraints, purpose, and a budget. Think like you 
are spending your own money and you want to get the most out of it by capitalizing on 
the time you have with your team or meeting attendees. Since you are the project 
manager of the meeting, you are positioned as the leader, and the attendees, as 
stakeholders, are looking for you to set the meeting tone, keep them focused and control 
non-essential discussions and interruptions. Take charge and get your meeting off to a 
good start. Start on time, and make sure you end it as planned also. People really 
appreciate when you manage time well. 
 
The following are tips from people who have earned the title “Meeting Leader” and the 
respect of their co-workers and managers: 
 

1. Conduct a “To meet or not to meet” exercise. Is a meeting really necessary? Can 
information be distributed another way? Consider alternatives.  
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2. Always think “Meeting Purpose” first. Why are you having the meeting? What is 

the desired outcome? 
 

3. Food is a great way to get things started. Once the meeting starts, the food is 
removed. People who arrive late will not have an opportunity to partake in the 
refreshments. This will encourage them to arrive on time and it also sets the 
stage for a more focused meeting by removing the distraction (this of course will 
depend on the type and duration of the meeting but food management keeps 
things under control). In the virtual environment, depending on time of day, allow 
some time before the meeting for participants to arrange for their personal 
refreshment and food consumption. Its best to conduct meetings without the 
distraction of viewing people on computer screens eating and hearing the 
accompanying sounds (people forget to mute). 
 

4. Agendas should be prepared and distributed well in advance of the meeting. 
Attendees should be able to review the topics beforehand and come to the 
meeting prepared. An easy way to help plan for a meeting is the use of the 
meeting “PAL” – Purpose, Agenda, Limitation (meeting time duration). 
 

5. The meeting purpose is specifically stated and only those who really need to be 
there are invited. (Duly appointed representatives with decision making capability 
are invited when a key player cannot attend). 
 

6. Check the meeting technology to ensure everything is working and all 
participants have the correct meeting access information. Ensure there is 
meeting attendance security. 
 

7. Start the meeting on time and set meeting expectations. Its not a good idea to 
read meeting rules like they were part of martial law, but some reminders about 
meeting etiquette are always appropriate early in the meeting. Especially during 
virtual meetings. 
 

8. Practice listening as much as possible. Do not interrupt or cut people short. This 
is a rule everyone should follow. Occasionally you will have to deal with a person 
who is disruptive, very vocal, or in some way reducing the value of the meeting. 
Quick action on the part of the meeting leader is required to prevent, frustration, 
loss of respect for the leader, and damage to relationships that you have 
established. You want people to participate, gain from the experience, and feel 
as if the time was well spent. You also want them to be willing to attend your 
next scheduled meeting, so demonstrate control. 
 

9. Publish meeting minutes very soon after a meeting. 
 

10. Maintain your motivation to improve. Obtain meeting feedback and determine 
where improvement is needed. Do not let a few “great meetings” result is 
complacency. Conduct a meeting leader self- evaluation. 
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I think the key is not to just act like you are in charge, but to be in-charge, be the leader. 
Make your team feel it.  Immerse yourself in the role of leader.  Time is limited, so make 
the most of it and respect the time constraints and other priorities of your meeting 
attendees. You want them to say as they are leaving “Great Meeting. Thank you, when 
is the next one, I wish all of our meetings were this well run.” 
 
Meeting Leadership is just one of the many roles of the successful project manager. Set 
an example, set a standard. Your organization will appreciate it. 
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