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Your Team Can Either Meet or Work, But Not Both at the
Same Time
Note: Starting in 2016, we will be routinely posting content from one of the most innovative
content sources in the church world: SUMS Remix Book Summaries for church leaders. SUMS
Remix takes a practical problem in the church and looks at it with three solutions with each
solution is taken from a different book. As a church leader you get to scan relevant books based
on practical tools and solutions to real ministry problems, not just by the cover of the book. Each
post will have the edition number which shows the year and what number it is in the overall
sequence. (SUMS provides 26 editions per year, delivered every other week to your inbox).
>>> You can purchase a subscription to SUMS Remix here >>>
So how can you transform every ministry meeting with one big idea? It starts with understanding
that every organization and every team experiences drift to see meetings as the work,
rather than as a support tool for the work. Here is the way we unpacked it last year in SUMS
Remix edition 1.8.
Solution #3: Design meetings for one purpose: to support decisions.

THE QUICK SUMMARY
How many times have you dreaded going to a meeting either because you viewed it as a waste
of time or because you weren’t prepared?
Read This Before Our Next Meeting not only explains what’s wrong with “the meeting,” and
meeting culture, but suggests how to make meetings more effective, efficient, and worthy of
attending. It assesses when it’s necessary to skip the meeting and get right to work.
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Read This Before Our Next Meeting is the call to action you (or your boss) need to create the
organization that does the meaningful work it was created to do.
A SIMPLE SOLUTION
The profound tragedy of meetings is that everyone feels a benefit from calling a meeting but
few of us benefit from attending.
Church leaders know in a real and visceral way that they have too many meetings, and too
many of those meetings are bad! The resulting broken meeting culture is changing how teams
focus, what they focus on, and most important, what decisions are made.
Ministry is a complex beast, and meetings can help tame the beast – but only meetings that
insure intelligent decisions are made and to confirm that our teams are collaborating together in
carrying out those decisions.
Church ministry teams don’t need standard, mediocre meetings that are all about making
excuses and engaging in internal politics. It’s those types of meetings that keep leaders from
doing the real ministry work they were called to do.
Traditional meetings are treated as just another form of communication. They’re just
another item to be included in the same category as e-mail, memos, and phone calls.
Meetings are too expensive and disruptive to justify using them for the most common
types of communication, like making announcements, clarifying issues, or even
gathering intelligence.
Seven Principles of the Modern Meeting
1. The Modern Meeting convenes to support a decision that has already been
made. The Modern Meeting focuses on the only two activities worth convening
for: conflict and coordination.
2. The Modern Meeting moves fast and ends on schedule. Traditional meetings
seem to go on forever, with no end in sight. Strong deadlines force parties to
resolve the hard decisions necessary for progress.
3. The Modern Meeting limits the number of attendees. If you have no strong
opinion, have no interest in the outcome, and are not instrumental for any
coordination that needs to take place, you aren’t needed in the meeting.
4. The Modern Meeting rejects the unprepared. The agenda should clearly state
the problem, the alternatives, and the decision. It should outline exactly the sort
of feedback requested, and it should end with a statement of what this meeting
will deliver if it’s successful. Anything that’s not on the agenda doesn’t belong
in the meeting.

2/3

The Vision Room
A gathering of resources and tools to help leaders clearly think ahead
http://visionroom.com

5. The Modern Meeting produces committed action plans. These plans should
include at least the following: 1) What actions are we committing to? 2) Who is
responsible for each action? 3) When will these actions be completed?
6. The Modern Meeting refuses to be informational. Reading memos is
mandatory. Teams must share complete thoughts that are actually worth
reading and responding to – and everyone must read it all in advance.
7. The Modern Meeting works only alongside a culture of brainstorming.
These sessions are dedicated to the creation of possibilities, a place where the
imagination is allowed to run free and generate a plethora of ideas, from which
innovation can be born.
Al Pittampalli, Read This Before Our Next Meeting

A NEXT STEP
Management genius Peter Drucker said that meetings were by definition a concession to
deficient organization. Teams can either meet or work, but they can’t do both at the same
time.
It’s time for your ministry team to do real work through a revised meeting structure by taking the
following actions:
Distribute the Seven Principles of the Modern Meeting listed above and ask your team
members to review and reflect on them for the purpose of supporting the decision to
establish a Modern Meeting process.
Schedule a one-hour time in which each member of your team will prepare concerns
and solutions to implementing the Modern Meeting process in ministry setting.
Following this meeting, develop a set of action plans to implement the Modern Meeting
process for a three-month trial period.
Throughout the trial period, constantly reinforce progress and concerns via information
shared among all team members.
As a part of the trial, schedule weekly brainstorming sessions to help support the
Modern Meeting process (see #7 above).
At the conclusion of the trial period, decide and commit on following – or not following –
the Modern Meeting process.
Taken from SUMS Remix Edition 1.8, March 2015
>>> You can purchase a subscription to SUMS Remix here >>>
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