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Master Class: 

How to Prepare for Maximum 

Success 
Good preparation can help with almost 

all of these frustrations: 



The Twelve Crucial Questions: Is Your Call Going To Work? 

Are you wondering if you can have a successful meeting by telephone conference? Or do you 
really need to meet up face to face? Here are twelve crucial questions to assess your chances 
of success: 
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1. Is success absolutely critical for this meeting? If we don’t 
meet our objectives this time, we have a lot to lose.  

     

2. Do we need to achieve our goals urgently? Time is really 

of the essence. Any delay is unacceptable 

     

3. Is it critical that we share a very high level of trust among 

team members? 

     

4. Will our meeting need really in-depth conversations so we 

can take well-informed decisions and reach agreement? 

     

5. Are we likely to have difficult discussions, which may cause 

conflict or evoke strong emotions? 

     

6. Do we really need to tap into everyone’s enthusiasm and 
energy to achieve our goals? 

     

7. Will splitting our meeting into a series of short chunks (1 – 

1.5 hours) ruin it? 

     

8. Will our meeting be mostly creative brainstorming and 
problem solving? 

     

9. Will we have to challenge assumptions, clarify expectations 
and test understanding to succeed?  

     

10. Do we represent a variety of cultures and time zones? 
     

11. Do some of us have less access to or comfort with conference 
call technology?  

     

12. Are the costs of failing to achieve our objectives far higher that 
the costs of bringing all of us together face to face? 

     

If your answers lie mostly way over to the left, then it’s likely that a face to face meeting will help 
you achieve your objectives better than a conference call. If just a few stand out, these are 
areas for you to focus on during your preparation for the meeting.  
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Plan to Start up your Conference Call as well as you can: 
 
You will receive a start up card in the post. Here’s an overview of the things you need to plan 
for your call:  
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Use a picture map so that you can ‘see’ everyone on the call: 
 
Here’s an example of using a picture map to help you ‘see’ each person on the call. This is 
especially useful for groups which will meet up several times by conference call.  
This particular example came from a group I belonged to, which explored how story-telling can 
help to engage people in virtual teams. 
 

 
For a full size picture see here: 
http://www.onlinestory.net/docs/researchers.htm. 
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A series of e-mails that worked: 
 
Here’s an example of a real note I sent out to a range of people from different companies. This 
was an existing group who already knew each other from a face to face meeting and previous 
calls.  
 
I’ve made it as easy as possible for people to reply. There is no need to open up and then save 
an attachment. The note is in text format so will work with all e-mail systems across different 
companies.  
 
This uses the Consistency principle for influencing – people are much more likely to act 
consistently with something they’ve already said or done: (reference Cialdini) 
 
Subject: We’ve agreed we need a conference call - please reply with a few 

quick answers... 

 
Hello everyone! 

 

We decided that we need a call within the next ten days – to make this easy, 

I’ve made it as quick as I can for everyone. Please reply (just to me) with 

the date and time combinations when you would join a call, marked below: 

 

                                    4:00pm  6:30pm  7:30pm 

For example                    no          yes        yes 

 

Wednesday 13th                                                  

Thursday 14th                                                                                   

Friday 15th                                                                                           

 

Monday 18th                                            

Tuesday 19th                                           

Wednesday 20th                                      

 

 

What are the objectives that you would like to see our next call achieve? 

 

I would like to achieve: 

 

 

I’ll collate the replies and get them out to everyone.  

 

Cheers, 
Penny 

 
 
An alternative way of polling a group across companies could be to use a Google Docs 
spreadsheet. This now gives you the ability to mail a form to people for them to complete. The 
results are collated for you in the Google Docs spreadsheet. I’ve used this – it’s an excellent 
free tool from www.google.com.  
 
There are of course many more tools you can use within one company, possibly even provided 
within your IT environment.
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Before the call, I sent out an e-mail with all the details people needed for the call: 
 
Subject: New date for XX Conference Call - Monday 25th Feb 4pm... please note it down now 
and let me know your updates by Friday 22nd 

 
Hi everyone, 
 
The call will be on Monday 25

th
 February at 4pm. It will last no longer than an hour. 

This is a time that we have all committed to (from the e-mails I’ve received).  

 
The new dial in number is          0845 5860058 
The PIN code is                          06423# 

The purpose of the call is to set up this group for success in 2008 
 
The objectives of the call are: 

• Review and update the events plan for 2008. 

• Review and update plans for the next meetings: including our next face to face.  

• Review and update plans for  what we’re doing with our website  
 
I propose that we use the time as follows: (let’s amend at the start of the call – this is just a straw-man 
suggestion) 
4pm      Roll Call 
4:05      Clarify purpose, objectives, agenda for the call 
             Allocate timekeeper and action scribe;  

Agree ways of working 
4:15      Events for 2008 – go through event by event. 
4:30      Next face to face meeting – 13

th
 March – check people can make it and time and venue. 

4:40      Set times for next two conference calls 
4:45      Website: update 
4:55      Review of the call – ‘what went well’ and ‘I wish that…’  
5:00pm CLOSE (this time will NOT slide) 
 
We’ll allocate someone to take notes (just actions and decisions) and someone to keep us to time at the 
start of the call. I’ll record the call so that anyone who misses it can ‘listen again’.  
 
Please let me have YOUR updates on any of the three areas: events, next meetings, website by Friday 
next week so I can send out a collated update to all before the call. This should reduce the time taken on 
the call. 
 
Cheers, 
Penny 

 
 
On the day, I sent out a reminder first thing and then another ten minutes before the call. Note 
that this has all the information that people needed to get onto the call, in one place, in the 
subject. The agenda was repeated in the body of the e-mail. 
 

 
Subject: XX Conference Call - Today Monday 25th Feb 4pm... 0845 
5860058 code 06423# Now! 
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How best to prepare for:  
 
sharing information 
 
 
 
 
 
 
 
 
making decisions 
 
 
 
 
 
 
 
 
 
gaining everyone's input 
 
 
 
 
 
 
 
 
 
solving problems 
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Conference Call Checklist 

 
Set up your Bridge Line: 
� Choose your provider and set up the Bridge Line well in advance of running calls. 

Your company may provide an in-house solution. A future class will cover this in detail. 
 

Call Planning: 
� Why do you need a call? What’s the purpose?  
� What do you need to achieve by the end of the call? 
� What’s the agenda for the call? 

� Who needs to be involved and why? What roles do you need on the call?  
� What are the ‘ground rules’ you will use for the call? 
� What can be completed before the call? 
� What actions will be required after the call? 
 

This is an iterative process – the first time through is just the start – make sure that 
you revisit this with the participants. Use the start up card to help you out here. 
 

Make sure that you also think through: 
� How you will share information before, during and after the call 
� How you will make decisions during the call 
� How you will gain everyone’s input before and during the call 
� How the group will make decisions. 
 

Consider how the group will work: 
� If some people are remote and others face to face, how can you make it more even – 

how can you ‘level the playing field’? 
� How will you cope with wide variations in time zone? 
� What visual things can you provide to support the call – handouts, diagrams, a 
completed start up template, a shared screen, a picture map? 

� Consider each of the twelve key questions again for this call – if any are standing out, 

put extra effort and thought into preparing that area. 
 

Promote the Call 
� If it’s possible, make sure that people have the chance to commit to a range of times. 
� Choose the actual time of the call and publicise it along with the details. 

� Send reminders: 5 days before, 1 day before. What’s appropriate for you? 
 

Schedule Messages for Confirmed Attendees 
� Can you ask them for a photo to provide a photo-map of everyone on the call? Is this 

appropriate? Will you be meeting several times? 
� Day before reminder 
� Day of call ‘we start in a few hours…’ 
� Immediately after call (thank people for attending, include agreed actions) 
� Do you need to start planning a follow on call? 


