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Tactical Interventions for Common Meeting Challenges

The Meeting Facilitation Playbook equips leaders with practical, in-the-moment interventions
to address common meeting challenges that can derail productivity and engagement. This
comprehensive guide provides specific language, techniques, and strategies to transform
problematic meeting dynamics into productive collaboration. By mastering these facilitation
skills, leaders can create psychologically safe environments where all voices contribute to better

outcomes.

Author
This tool was developed by Michelle Watson-Grant.

Goal
This tool helps leaders confidently address disruptive meeting behaviors, maintain focus on
objectives, manage time effectively, navigate conflicts productively, and ensure clear follow-

through—resulting in more efficient, inclusive, and results-oriented meetings.

Adyvice
For maximum effectiveness when using this playbook:
1. Review the playbook before challenging meetings to prepare for likely scenarios
2.Start with subtle interventions before moving to more direct approaches
3. Practice key phrases so they come naturally in the moment
4. Debrief your facilitation effectiveness after important meetings to refine your approach
5.Share appropriate interventions with your team to create shared meeting leadership
6. Consider context and relationships when choosing interventions—what works in one setting

may not work in another
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Engagement Challenges

Challenge Intervention Tactics Example of What to Say

« Use a "speaking token" that must be
passed between participants

« Implement a "3-before-me" rule (3

others must speak before same person "Thanks for that input,
speaks again) Alex. Let's hear from
Dominating some other perspectives
Participants « Directly call on quiet members: "I'd before circling back.
like to hear from someone we haven't Jamie, what are your
heard from yet" thoughts on this issue?"

« Use timed speaking turns: "Let's give
everyone 2 minutes to share their
perspective"

« Use round-robin for key questions

« Create small breakout discussions

before full group sharing "Before we make this
Silent/ decision, I'd like to hear
Disengaged « Provide pre-meeting questions for one thought from each
Participants preparation person. Let's go around

the room quickly."
« Use written input methods (digital
tools, sticky notes)
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Focus Challenges
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Challenge

Intervention Tactics

Example of What to Say

Topic
Wandering

Create a visible "parking lot" for off-
topic ideas

Gently but firmly redirect: "That's
interesting but outside our focus
today"

Set visible timers for each agenda
item

Assign a designated "focus keeper"
role

"That's an important
point for another
discussion. Let me add it
to our parking lot so we
don't forget it, and then
refocus us on today's
decision about the
budget."

Circular
Discussions

Summarize points made so far

Create a structured decision-making
framework

Use voting or prioritization
techniques to move forward

Take a 2-minute silent reflection
break

"I notice we've been
discussing this for 15
minutes and covering
the same ground. Let me
summarize the two
options before us, and
then we'll use a quick
poll to see where we
stand."
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Conflict Challenges

Challenge Intervention Tactics Example of What to Say
« Acknowledge emotions without
. 8 "I can see both of you
judgment .
care deeply about this
. o roject. You're
« Reframe disagreements as differing pro) ..
Interpersonal erspectives on shared eoals approaching it from
\% .
Tension petsp g different angles, but I
. .. think you share the
« Focus on interests, not positions .
same goal of creating
) . something exceptional.”
. Take a short break if tensions escalate g P
« Acknowledge concern, then pivot to
solutions
"I hear your frustration
o Use "Yes, and" rather than "but" y .
. about the timeline.
Negative/ language )
) What suggestions do
Complaint
" . you have for how we
Focus « Implement a "complaint +

suggestion" rule

« Focus on what's within the team's
control

might address that
constraint?"
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Decision Challenges
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Challenge

Intervention Tactics

Example of What to Say

Analysis
Paralysis

Set clear decision criteria beforehand
Use time boxing for discussion

Implement structured decision
processes (e.g., 1-2-4-All, Fist to Five)

Clarify the cost of delaying decisions

"We've examined this
from multiple angles.
Let's use our agreed
decision criteria and
make a call. We can
always adjust course if
needed."

Lack of Clarity
on Decisions

Explicitly state when a decision point
is approaching

Clearly articulate decisions made
Test for agreement explicitly

Document decisions visibly during
the meeting

"Let me check if we have
a decision here. Based
on our discussion, we're
going to proceed with
Option B, with
modifications to address
the concerns raised
about timing. Is that
accurate? Any
objections?"
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Time Management Challenges
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Challenge

Intervention Tactics

Example of What to Say

Running Over
Time

Use visible timers for each agenda
item

Appoint a timekeeper

Signal time remaining: "We have 5
minutes left on this topic"

Be willing to make process decisions:
"Should we extend time or move on?"

"We're approaching our
time limit for this topic.
We have two options:
make a decision with the
information we have, or
identify exactly what
additional information
we need and postpone
the decision."

Topic
Derailment

Create a "parking lot" for off-topic
issues

Gently redirect conversations when
they veer off course

Reference the agenda to maintain
focus

Acknowledge the value of the tangent
but prioritize the agenda

"That's an interesting
point about community
engagement strategy,
and I'd like to capture it
in our parking lot. Since
we need to finalize the
budget today, could we
return to the
engagement ideas? We
can schedule time to
discuss them next week."
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Post-Meeting Effectiveness Challenges
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Challenge Intervention Tactics Example of What to Say
"I want to make sure
Document decisions in real-time on a we're all aligned on the
shared screen decision we just made.
To confirm: we're
Use a decision log template with proceeding with the
Unclear context, options considered, and change of date for the
.. rationale leadership training. I'll
Decision .
Documentation document this in our
Confirm understanding before decision log with the key
moving on factors that led to this
choice. Does anyone
Include decision points prominently have any clarifying
in meeting summaries questions before we
move on?"
End meetings by reviewing action
items, owners, and deadlines
"Before we wrap up, let's
Lack of Follow Send recap within 24 hours .review w.hat each p.erson
is committed to doing
Through

Start next meeting with action item
review

Create accountability partnerships

before our next meeting,
with specific deadlines."
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