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LGS003 - How to prepare a council meeting

Young people - Nature - Activities - Team System - Law and Promise - Symbolic Framework - Personal Progression - Adult Support

Our entire Movement functions in a participatory manner -
right from local units up to the World Scout Committee.
Young people and adults are invited to form teams and to
cooperate in order to evaluate situations, make decisions,
organise future action, give progress reports, etc.

Our most common way of working is through meetings or
more generally councils. Council meetings are an
indispensable part of the life and functioning of any
organization. However, inefficient council meetings
undermine the group’s morale and cohesion. The quality of a
leader, whether it’s a patrol leader, a Scout unit leader or the
chairman of the national, regional or World Committee, can
largely be measured in terms of the quality of such meetings.

This handout is to help you to prepare a council meeting. The
next handout (AS004) will help you to run a council meeting
in an efficient way.

1. Before convening a meeting
Before convening a council meeting of any kind, you
should ask yourself 4 questions:

Is the meeting really necessary?
Some problems can be sorted out through personal
contact: phone, e-mail or mail. Keep council meetings for
when discussions as a group are really necessary.

Are you inviting the right people to the meeting?
Involving people who have little to do with the subject of
the meeting weighs down discussions and makes them
more difficult.  Not inviting people who are directly
concerned by the matter at hand is likely to undermine
the credibility of the meeting’s conclusions.

What are the expected outcomes of the meeting?
Everyone convened should have a clear idea of the subject
and the objectives of the meeting. The questions to ask
yourself are the following: What is the subject of the
meeting? What results will we have achieved by the end of
the meeting?

What degree of freedom do the participants have?
There is nothing worse than disappointing or frustrating
the group members. When a leader calls a meeting, he/she
needs to have a clear idea of what is expected of the
participants – and keep to it. If you call people to a
meeting, it is because you expect something from them

and because you will take their input into account. It is
always dangerous to consult others if the decision has
already been made, or to ask participants to make a
decision if you are not sure that it will be implemented.

2. Convening the meeting
The act of convening a meeting represents a mini-contract
which binds the organiser with the participants. It is vital
to respect the following rules:

The invitation should be sent in good time
At least 2-3 weeks in advance of the meeting.

The invitation needs to contain clear information.
It should be concise, readable and attractive. It should
mention:

- the date that you send it out;

- the purpose of the meeting;

- the date, time and duration;

- where it will be held (the exact address, a map and an
explanation of how to get to the venue, the organiser’s
phone number in the event of a problem);

- a list of the people invited (alphabetical order, name,
title and function);

- the agenda and the expected outcomes of the meeting;

- an indication of who is responsible for each item (so
that those concerned can prepare their input);

- who is responsible for the meeting: the Chairman,
Facilitator-Moderator, Secretary;

- the name, function etc., of the person signing the
invitation (it should evidently not be anonymous);

- available information: any documents that should be
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read prior to the meeting;

- appendices: documentation, practical information
concerning meals or breaks, accommodation if neces-
sary;

- a reply form (written in a style that does not give the
impression that the meeting is optional).

3. Preparing the meeting
A well-prepared meeting is half-way to success. The
organiser should ask him/herself the following questions:

1. What is the goal of the meeting?

2. Who will the participants be?

3. When will the meeting take place and for how long?

4. Where should the meeting take place?

5. What are the expected outcomes of the meeting?

6. What working methods should be used in order to
achieve the expected outcomes?

3.1. What is the goal?
In general terms, meetings can have 5 kinds of goal:

a. Information
People are brought together to bring them up to date on a
number of matters or to ask them to report on a particular
subject.

b. Consultation
There is a problem to be solved. We have a possible
solution. We want to share this possible solution with the
group to see what objections there might be and to see
whether it is possible to reach an agreement.

c. Studying the problem
There is a problem – and we do not yet have a solution.
We convene a meeting to examine the problem and to
find a solution.

d. Negotiation
We are aware that members of the group are divided on an
important matter. We decide to bring the group together
in order to try and define a common position.

e. Organization or planning
The group has agreed on a certain course of action. The
group meets to organise and develop a plan of action.

It is usually better to avoid combining too many goals in a
single meeting.

3.2. Who should participate?
Participants should not be selected at random. They
should:

- have knowledge/skills related to the subject-matter of
the meeting and/or be directly concerned by it;

- know each other and have a common aim;

- come to the meeting with a constructive attitude, i.e. to
offer ideas and listen to other people’s ideas.

If needed, in addition to the regular participants, you may
wish to invite one or more people from outside the group

Magisterial conference (“I know everything”)

Controlled meeting (“Let us co-operate under  my leadership”?

Free discussion (“All equal”)

Fig.1
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if they have particular knowledge or skills related to the
subject-matter of the meeting. Efficient interaction
depends on the number of participants (fig. 2).

3.3. Date and duration
Do not forget to bear in mind people’s prior
commitments/availability when choosing a suitable date
and time. The optimum duration of a meeting is between
1 1/2 hours – 2 hours. A meeting of young people should
be much shorter. Make sure that there are breaks with
refreshments if the meeting needs to continue any longer.

3.4. Venue
The venue should be easily accessible (public transport,
parking area). A map should accompany the invitation.
Draw an arrow pointing to the venue if necessary.

The meeting room needs to be appropriate for the number
of participants. If you have to have a meeting with 12
people in a room that could seat 100, then organise the
meeting area in a corner of the room, so that people feel
more comfortable. Check what external noise or
disturbances there might be so as to take precautions
(phones, visitors, etc).

Pay attention to comfort: lighting, heating, air circulation,
etc. Table arrangements are very important (see fig.1). A
rectangular or square table is often unsuitable for a group
of more than 10 people. Round or V-shaped arrangements
enable everyone to see everyone else - thus facilitating
communication among all of the members. The facilitator
should be able to move easily. An open arrangement of
tables allows more lively interaction (see Fig. 1).  Foresee
the equipment needed:

- Sufficient tables and chairs.

- Cards to display the name of participants on the tables,
and name badges if the meeting involves a large group.

- A writing-board that everyone can see. The advantage
of a flipchart is that the paper can be kept as a record.
Both the writing-board and the person leading the
discussion should be in front of a solid background and
never with their backs to a window (incoming light will
make them hard to see).

- Suitable marker pens (water-soluble for white boards)

- Audiovisual support if necessary (overhead projector,
slide projector, video player, etc.).

- A watch.

- Sticky tape or thumb tacks to hang up flipchart sheets.

Remember to test all the equipment before the meeting.

Subject:

For Against

Assessment - decision

Subject:

Effects Causes

Solutions

“For and against”

“Divergence study”

Subject:

Facts Analysis

Conclusion

“Facts and reactions”

Fig. 3

Fig, 2

Number

Less than 4

From 4 to 6

From 6 to 8

From 8 to 10

From 10 to 15

More than 15

Efficiency

Very poor

Weak

Good

Excellent

Weak

Very poor
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3.5. Expected outcomes
The most important quality of the person leading the
meeting is to be realistic. One cannot produce miracles in
a 1-2 hour meeting. The expected outcomes therefore
need to be scaled to what the group is able to achieve
within the time frame. For example, if the aim of is to
solve a particularly delicate problem, it is most likely that
several meetings will be needed:

- The expected outcome of the first meeting will be to
share all available information so that the problem can
be analysed more clearly;

- A second meeting should aim to list all the foreseeable
solutions and the means required to implement each of
them;

- A third meeting should aim to decide on a particular
solution, based on the best cost/benefit estimate.

Evidently, this process is only feasible with older
adolescents or young adults. For younger adolescents, the
process has to be scaled down. This means that adults will
have to play a greater role in preparing the decisions.

3.6. Method
Once the expected outcomes have been identified, one can
then consider the most efficient method of achieving
them. This is what is called a session outline.

The session outline should be presented at the beginning
of the meeting. Several different outlines are possible.
They should be adapted to the kind of meeting and to the
expected outcomes. Here are a few examples:

1) “Facts and reactions”
This is the most common type (Fig. 3, page 3). It involves:

- Defining the subject (theme or objective). For example:
How much will the fee be for next year?

- Facts: sharing information concerning the subject.
Refusing opinions or comments: just facts (What?
Where? When?).

- Analysing: What does the information gathered mean?
What does each participant think? How do they
interpret the information?

- Action-oriented conclusion: What should we do? Who
does what? When? Where? How?

2) “For and against”
“We have a problem (X). A possible solution would be

to…. I would ask you to examine the advantages and
disadvantages of this solution and to weigh them up. If
your conclusions are in favour, than we can accept this
solution. If your conclusions weigh against this solution,
then we shall reject it…” (see diagram). A variation
involves adding a 3rd column, “Improvements”, in order
to find ways of increasing advantages and decreasing
disadvantages (Fig. 3).

3) “Causes and effects”
This is the method used by mechanics when they identify
what has broken. “We can see a problem, let’s find what’s
not working (observable effects), then we can search for
the cause of each effect that we have observed: why it’s not
working (because of something, someone). Finally, we’ll
try to find which solutions may reduce these causes.” (Fig.
3).

 4) “Divergence study”
“We have a problem. Let’s share all the information and
opinions that we have on this subject. Then, we’ll try to
identify where our opinions diverge and why they exist.
This will help us to stand back from the problem and to
find an agreement on a solution more easily.”(Fig. 3)

Choose an appropriate outline according to the goal of the
meeting:
- Sharing information: “Facts-Reactions” outline.

- Obtaining consensus on a course of action: “For and
against” outline.

- Studying a problem without an identified solution:
“Causes and effects” outline.

- Reconciling divergent opinions: “Divergence study”
outline.

If there are strongly diverging opinions in a group, it is not
advisable to use the “For and against” outline as it could
accentuate the divergences. In this case, it would be better
to use the “Divergence study” outline as it would
encourage participants to stand back and understand each
other’s points of view.


